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Francis  J.  Curry,  M.D. 

Director 

Department  of  Public  Health 
City  and  County  of  San  Francisco 
101  Grove  Street 

San  Francisco,  California  94102 
Dear  Dr.  Curry: 

We  have  completed  our  Classification  Study  of  Public  Health 
Positions.  This  letter  briefly  describes  the  scope  of  the  study, 
and  summarizes  our  major  findings  and  recommendations.  The 
attached  report  contains  comprehensive  documentation  of  our  study 
objectives,  methodology,  findings,  and  recommendations. 


1 • BACKGROUND,  OBJECTIVES,  SCOPE,  AND  METHODOLOGY 

The  study  was  undertaken  in  recognition  of  the  need 
for  fuller  utilization  and  development  of  human  resources 
within  City  government. 

Our  initial  approach  was  to  analyze  a specified  group 
of  entry  and  promotive  positions  at  a sample  of  locations. 
However,  as  the  study  progressed,  it  was  necessary  to 
increase  both  the  number  of  positions  analyzed  and  to  ex- 
pand the  number  of  Public  Health  sites  visited.  Much  of 
this  expanded  scope  took  place  in  the  mental  health  organi- 
zations . 


The  major  objectives  of  the  study  were  to: 
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Assure  that  all  positions  within  specified  classi- 
fications were  accurately  described,  and  that 
position  descriptions  reliably  accounted  for  those 
duties  and  responsibilities  of  personnel  within 
those  classifications. 

Recommend,  where  appropriate,  the  creation,  con- 
solidation, and/or  elimination  of  classifications 
within  those  studied. 

Recommend  a minimum  of  one  career  ladder  model  which 
would  permit  both  lateral  and  vertical  mobility 
within  the  Department,  with  suggestions  for  pro- 
gression methodologies  beyond  the  sample 
class if ic at ions . 

Suggest  the  kinds  and  amounts  of  training,  education, 
and/or  experience  which  would  be  needed  for  advance- 
ment through  the  career  ladder. 

Improve  employee  performance  and  morale  through  the 
elimination  of  job  classification  and  pay  inequities. 


II.  MAJOR  FINDINGS 


Our  major  findings  are  summarized  below: 

There  are  many  cases  in  which  the  job  tasks  performed 
depart  significantly  from  the  tasks  stated  in  the 
job  specification. 

There  are  many  job  classifications  with  no  formal  pro- 
motive line,  or  with  a very  limited  promotive  line. 
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In  practice,  lateral  moves  to  a different  job  classi- 
fication (as  distinct  from  a transfer  to  the  same  job 
classification  in  a different  department  or  location) 
are  almost  impossible. 

There  are  cases  where  existing  job  classifications 
serve  to  impair  organizational  and  operational  effec- 
tiveness because: 

No  classification  exists  which  can  accommodate 
the  real  operational  work  needs; 

Appropriate  classifications  exist  which  accom- 
modate work  needs,  but  the  classifications 
have  not  been  allocated  to  the  department  or 
organizational  unit  in  question. 

Training  is  conducted  for  some  job  classifications, 
but  is  not  provided  for  many  others  where  it  is 
needed.  Further,  training  programs  tend  not  to  be 
systematic  or  comprehensive.  However,  on-the-job 
training  is  provided  which  appears  to  have  meaningful 
content . 

There  are  some  salary  grade  inconsistencies  wherein 
a formal  promotive  step  is  to  a job  classification 
with  the  same  or  lower  pay  than  the  job  classification 
it  is  promotive  from. 

There  are  wide  variances  in  knowledge  and  understand- 
ing of  the  Civil  Service  Rules  shown  by  the 
administrative  and  supervisory  personnel  we  interviewed. 

There  are  specific  features  of  the  Civil  Service  Rules 
which  tend  to,  or  are  commonly  believed  to,  negatively 
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affect  promotive  opportunities  and  operational 
effectiveness . 

The  job  evaluation  and  classification  process  has, 
in  many  cases,  not  kept  pace  with  changing  work  re- 
quirements in  several  Department  of  Public  Health 
organizations . 

The  mental  health  organizations  have  suffered  most 
from  the  problem  of  being  forced  to  use  job  classifi- 
cations which  do  not  fit  the  reality  of  work  needs; 
which  limit  promotive  opportunities;  and  which  reduce 
organizational  and  operational  effectiveness.  The 
primary  reason  for  this  is  the  rapid  growth  and 
change  which  has  occurred  in  the  recent  history  of 
these  organizations.  Administrators  have  been  forced 
to  use  whatever  classifications  are  available  in 
order  to  recruit  people,  and  assign  them  to  the  tasks 
at  hand,  irrespective  of  job  classification. 


III.  RECOMMENDATIONS 

Our  major  recommendations  are  summarized  below.  These 
recommendations  fall  into  two  broad  categories.  The  primary 
category  is  comprised  of  three  prototypical  career  progression 
models;  the  secondary  category  is  made  up  of  a number  of 
specific  career  mobility  recommendations. 

The  three  primary  recommendations  or  models  are  as 
follows : 
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Restructuring  of  an  entire  job  family,  including 
a promotive  line  through  all  the  job  classifications 
in  the  family.  We  recommend  the  use  of  this  model 
for  the  human  services  family  of  jobs. 

Restructuring  classifications  in  an  entire  depart- 
ment, including  improved  promotive  lines  within  that 
department.  We  recommend  the  use  of  this  model  for 
the  Laundry  Department. 

Development  of  a broad  lateral  mobility  model.  This 
model  encompasses  several  entry  job  classifications, 
and  includes  provisions  for  moving  into  jobs  in 
different  departments,  as  well  as  in  a single  depart- 
ment. This  lateral  mobility  model  is  designed  to 
provide  progression  mechanisms  in  the  following  types 
of  situations: 

Entry  job  classifications  which  currently 
have  no  formal  promotive  line. 

Entry  job  classifications  for  which  we 
have  recommended  new  promotive  lines. 

Entry  job  classifications  for  which  we 
have  recommended  new  promotive  classifica- 
tions, but  not  a substantial  promotive 
line . 

We  have  also  recommended  several  secondary  changes  re- 
lated to  modifying  classifications  and  providing  new 
promotive  opportunities.  These  are  secondary,  not  in 
importance,  but  in  the  sense  that  they  are  not  as  pervasive 
as  the  primary  recommendations. 
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In  both  the  primary  and  secondary  recommendations,  we 
have  modified  jobs  in  one  or  more  of  the  following  ways: 

Consolidated  job  duties  or  job  classifications  into 
a generalist  class. 

Eliminated  outdated  job  classifications. 

Created  new  job  classifications. 

Classified  the  job  according  to  the  functions  actually 
performed . 

We  have  made  several  additional  recommendations  which  we 
believe  are  necessary  to  support  our  primary  and  secondary 
recommendations.  These  supporting  recommendations  apply  to: 

The  Civil  Service  System; 

Training;  and 
Salary  Grades. 

Finally,  we  have  made  recommendations  regarding  imple- 
mentation . 


*****  * 

The  three  career  progression  models  which  we  developed  are 
specifically  applicable  to  entry  level  positions  within  the  Depart- 
ment of  Public  Health.  We  believe,  however,  that  they  could  easily 
serve  as  prototypes  for  promotive  mechanisms  within  other  depart- 
ments of  the  City  or  for  higher  level  positions  within  Public 
Health. 
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We  are  sincerely  grateful  for  the  time  and  effort  of  the 
individuals  in  the  Department  of  Public  Health  who  directly  parti- 
cipated in  the  study.  Everyone  who  worked  with  us  was  very 
cooperative,  accommodating,  and  candid.  Each  contributed  materially 
to  the  study. 

We  are  also  indebted  to  the  Public  Health  Personnel  Department, 
Civil  Service,  and  the  Public  Service  Careers  Program.  Their 
assistance  and  support  was  a critical  factor  in  the  conduct  of  the 
study . 

We  appreciate  the  opportunity  to  have  served  you  on  this 
engagement.  If  you  have  any  questions  regarding  our  report,  we  will 
be  pleased  to  discuss  them  with  you. 


Very  truly  yours, 


YMA^MOO  X OLfUOY  RUHTflA 
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BACKGROUND,  OBJECTIVES,  SCOPE , 
AND  METHODOLOGY  OF  THE  STUDY 


A.  BACKGROUND 


By  means  of  contract  funding  from  The  National  Institute 
of  Mental  Health,  a Public  Service  Careers  Program,  Plan  B, 
was  created  within  the  City  and  County  of  San  Francisco  in 
1970.  The  major  objectives  of  the  program  were  to  hire  and 
train  disadvantaged  persons  for  public  service  job  positions, 
and  to  train  and  upgrade  presently  employed  persons  in  the 
public  service  to  positions  of  higher  skill  and  higher  pay. 

The  Public  Service  Careers  Program  had  two  additional, 
but  related  objectives.  The  first  was  to  remove  institutional, 
individual,  and  environmental  barriers  that  prevent  the 
employment  of  the  disadvantaged  in  the  public  sector.  The 
second  was  to  operate  the  program  within  the  bounds  of  the 
established  Civil  Service  systems  to  help  accomplish  the  public 
business  more  efficiently  and  effectively.  The  Public  Service 
Careers  Program  was  charged  with  the  responsibility  to  assist 
public  personnel  at  all  levels  of  the  City’s  government  to 
increase  their  capabilities  to  structure  the  City's  merit 
system  to  meet  present  program  goals  and  needs. 

These  objectives  clearly  encouraged  the  Public  Service 
Careers  Program  to  request  funds  for  job  restructuring, 
task  analysis,  test  redesign,  and  supervisory  training.  The 
early  thrust  of  the  Public  Service  Careers  Program  in 
San  Francisco  was  directed  toward  the  hiring  of  the 
disadvantaged  into  public  service  positions,  and  the 
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provision  of  training  to  the  individuals  who  were  hired. 

It  was  soon  recognized,  however,  that  existing  personnel 
utilization  practices  had  resulted  in  a significant 
obstacle  to  the  full  utilization  and  development  of  the 
human  resources  which  existed  within  City  government.  Two 
major  contributors  to  this  problem  were  identified  as  the 
lack  of  appropriate  training  programs,  and  the  absence  of 
clear,  realistic  promotional  opportunities. 

In  response  to  these  problems,  the  Public  Service 
Careers  Program,  in  conjunction  with  the  Civil  Service 
Commission  and  the  Department  of  Public  Health,  sought  out- 
side consulting  assistance  to  conduct  a study  to  review 
certain  position  classifications  and  job  descriptions  which 
might  lend  themselves  to  promotional  opportunities  The 
basic  objective  of  the  study  was  to  review,  and,  where 
appropriate,  recommend  changing,  consolidating,  or  creating 
new  job  descriptions  and  classifications. 

The  specific  purposes  of  the  study  were  to: 

Assure  that  all  positions  within  specified  classi- 
fications are  accurately  described,  and  that 
position  descriptions  reliably  account  for  those 
duties  and  responsibilities  of  personnel  within 
those  classifications. 

Recommend,  where  appropriate,  the  creation,  con- 
solidation, and/or  elimination  of  classifications 
within  those  being  studied. 

Recommend  a minimum  of  one  career  ladder  model 
which  would  permit  both  lateral  and  vertical 
mobility  within  the  Department,  with  suggestions 
for  progression  methodologies  beyond  the  sample 
classifications . 
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Suggest  the  kinds  and  amounts  of  training,  educa- 
tion, and/or  experience  which  would  be  needed  for 
advancement  through  the  career  ladder. 

- Improve  employee  performance  and  morale  through 
the  elimination  of  job  classification  and  pay 
inequities . 

A preliminary  review  of  entry  level  positions  which 
appeared  to  lend  themselves  to  possible  career  progression 
pathways  had  been  made  and  the  grouping  of  positions 
identified.  The  defined  scope  of  the  engagement  was  to  con- 
duct a study  of  30  entry  level  and  23  promotive 
classifications  in  the  Department  of  Public  Health  in  the 
City  and  County  of  San  Francisco. 

Several  anticipated  benefits  from  the  study  were 
specified.  They  were  to: 

- Establish  a system  of  promotion  and  career  mobility 
both  laterally  and  vertically. 

Reduce  the  number  of  job  classifications  and  examina- 
tions, and  expedite  the  administrative  process 
related  to  personnel  functions  in  the  classification 
and  examination  sections. 

Remove  artificial  and  restrictive  barriers  to  employ- 
ment and  promotion. 

Provide  for  relevant  examinations  in  keeping  with  the 
recent  Supreme  Court  decisions,  e.g.,  Griggs  vs. 

Duke  Power . 

Stabilize  the  tenure  of  career  employees  by  providing 
mobility,  and  thereby  reducing  turnover. 
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Provide  the  rationale  for  a thorough  and  ongoing 
review  of  City/County  job  classifications. 

Increase  effectiveness  of  performance  and  improve 
service  delivery  through  proper  personnel 
utilization. 

Increase  flexibility  of  job  assignment. 

Complement  the  mandate  and  efforts  of  the  Civil 
Service  Commission  Task  Force. 

A request  for  proposal  was  prepared  which  incorporated 
much  of  the  background  previously  discussed.  Proposals  were 
solicited  from  a number  of  consulting  firms.  The  proposals 
were  evaluated  by  a committee  comprised  of  representatives 
from  the  Department  of  Public  Health,  the  Civil  Service 
Commission,  and  the  Public  Service  Careers  Program. 

Arthur  Young  & Company  was  selected  to  conduct  the  Classi- 
fication Study  of  Public  Health  Positions. 
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STUDY  METHODOLOGY 


Initial  Approach 

Our  initial  approach  to  this  study  was  based 
upon  the  request  for  proposal  and  upon  an  informa- 
tion meeting  held  for  invited  consultants.  This 
approach,  along  with  a statement  of  qualifications 
and  an  estimate  of  fee,  comprised  our  proposal.  The 
project  plan  developed  in  our  proposal  defined  the 
following  five  tasks  and  related  subtasks: 

Task  1.  Prelimin ary  Activities 

Review  classifications  included  in 
the  project; 

Conduct  introductory  meeting  at  the 
locations  to  be  studied; 

Determine  the  specific  job  analysis 
techniques  to  be  used  in  the  study. 

Task  2.  Job  Analys is 

Analyze  entry  classifications; 

Analyze  promotive  classifications. 

Task  3.  Development  of  Recommendations 

Define  career  ladders  with  lattices 
which  specify  career  pathways; 

Suggest  experience,  training,  and 
education  required  to  foster  career 
progression; 

Identify  possible  means  of  provid- 
ing required  experience,  training, 
and  education. 
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T ask  4.  Preparation  of  Final  Report 


Task  5.  Presentation  of  Final  Report 


Development  of  Work  Plan 

Prior  to  beginning  any  work  in  the  field,  we 
developed  a detailed  Work  Plan  for  the  study.  The 
Work  Plan  is  presented  as  Appendix  A. 

The  Work  Plan  was  developed  on  the  basis  of 
several  meetings  with  representatives  from  the  De- 
partment of  Public  Health,  the  Civil  Service 
Commission,  and  the  Public  Service  Careers  Program. 

The  Work  Plan  closely  paralleled  the  approach 
defined  in  the  proposal.  It  included  the  following 
major  tasks: 


Task 

1. 

Start-Up  Activities 

Task 

2. 

Job  Analysis 

Task 

3. 

Recommendation  Development 

Task 

4. 

Report  Preparation 

Task 

5. 

Report  Presentation 

jnitial  Steps  in  the  Study 

We  began  the  study  by  completing  the  following 
start-up  activities: 


Met  with  officials  of  the  Department  of 
Public  Health,  Civil  Service  Commission, 
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and  Public  Service  Careers  to  explain 
the  objectives  of,  and  our  approach  to 
the  project. 

Conducted  introductory  meetings  with  key 
administrative  and  supervisory  personnel 
within  the  Department  of  Public  Health 
to  present  the  Work  Plan  and  describe  the 
objectives  and  scope  of  the  project. 

Reviewed  Civil  Service  Rules,  Salary 
Ordinance  data,  and  entry  and  promotive 
job  specifications. 

Met  with  the  Senior  Personnel  Officer  for 
the  Department  of  Public  Health  to  deter- 
mine the: 

entry  and  promotive  jobs  to  be 
studied; 

institutions  to  be  included  in 
the  study;  and 

organization  structure  of  the 
Department  of  Public  Health  and 
names  of  those  individuals  with 
whom  we  would  coordinate  our 
activities  at  each  site  to  be 
visited . 


Because  of  a shared  concern  that  the  positions 
specified  in  the  request  for  proposal  might  not  be 
completely  appropriate,  the  Work  Plan  made  provisions 
for  reviewing  and,  if  necessary,  changing  both  the 
entry  level  and  promotive  classifications  to  be 
studied.  This  review  was  to  take  place  during  our 
initial  review  of  operations  at  the  institutions  and 
locations  chosen  for  study. 

Based  upon  the  assumption  that  we  could  identify 
a sample  of  institutions  that  would  be  representative 
of  the  entire  Department,  the  following  locations 
were  initially  selected: 
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Laguna  Honda  Hospital 
Hassler  Hospital 
District  Health  Center  #4 
District  Health  Center  #5 
Sunset  Mental  Health  Center. 

Our  consulting  personnel  visited  each  of  these 
facilities  and  accomplished  the  following  tasks: 

Conducted  introductory  meetings  during 
which  the  purposes,  scope,  and  techniques 
of  the  study  were  explained  and  discussed; 

Identified  the  primary  activities  of  each 
site ; 

Defined  the  relationships  among  the  organi- 
zational units  comprising  each  facility; 
and 

Identified  the  location  of  the  entry  and 
promotive  positions  to  be  studied. 

Based  upon  the  information  obtained  during 
these  initial  steps,  we  developed  a standardized 
information  collection  document  which  was  used 
throughout  the  study. 


Initial  Job  Analysis  Activities 

Pursuing  the  activities  specified  in  the 
Work  Plan,  we  began  the  initial  job  analysis 
activities  of  the  study.  Consulting  personnel  were 
assigned  individual  responsibility  for  each  of  the 
five  facilities  which  had  been  included  in  the 
sample . 
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At  each  institution,  we  analyzed  the  entry 
and  promotive  jobs  which  had  been  specified.  In 
addition,  we  extended  our  analysis  to  other 
positions  which  had  not  been  previously  identified, 
but  which  appeared  relevant  to  the  study  objectives. 
These  analyses  were  carried  out  by  means  of  inter- 
views with  administrative  and  supervisory  personnel, 
observation  of  jobs  being  performed,  and  in  some  cases, 
interviews  with  job  incumbents. 

For  each  job  analyzed,  we  investigated  such 
factors  as: 

Duties  and  responsibilities; 

Number  of  incumbents  on  the  job; 

Experience,  education,  and  vocational 

training  required; 

- License  and  other  credential  requirements; 

On-the-job  training  received; 

Civil  Service  status; 

Salary  grade; 

Formally  specified  promotive  paths,  if  any. 


Modified  Study  Plan 

After  completing  the  initial  job  analysis 
activities,  we  reviewed  the  accumulated  data  in  con- 
siderable detail.  A number  of  tentative  findings 
emerged  which  necessitated  a change  in  the  scope  of 
the  study. 

Our  original  Work  Plan  called  for  the  analysis 
of  distinct  samples  of  entry  and  promotive  positions. 
As  a result  of  the  initial  job  analysis  activities, 
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it  became  clear  that  we  would  have  to  extend  the 
scope  of  our  analysis  to  include  additional  job 
classifications,  and  would  be  required  to  include 
several  additional  facilities. 

This  change  was  necessitated  by  the  realiza- 
tion that  the  ultimate  identification  of  effective 
promotive  pathways  would  require  an  extended  analysis 
of  the  overall  operations  of  the  Public  Health 
facilities  in  which  these  classifications  existed. 
Detailed  reviews  of  a few  selected  entry  and  pro- 
motive positions  would  not  yield  sufficient  information 
about  the  interrelationships  among  jobs  for  which 
promotional  pathways  were  to  be  developed.  Rather, 
it  would  be  necessary  to  analyze  the  functions  per- 
formed throughout  the  organizational  subunits  which 
comprised  each  Public  Health  facility  under  study. 

Our  study  methodology  was  changed  to  reflect 
this  requirement.  In  many  cases,  we  ultimately 
extended  our  job  analysis  procedures  to  include 
positions  many  steps  removed  from  the  entry  level 
jobs  to  gain  an  understanding  of  the  relationship  of 
the  entry  job  to  other  jobs  in  the  chain  of  command. 

For  example,  in  the  primary  patient  care  function, 
we  reviewed  most  of  the  classifications  which  comprised 
the  function  (i.e.,  Orderly,  Ward  Clerk,  Licensed 
Vocational  Nurse,  Registered  Nurse,  Head  Nurse, 
Assistant  Director  of  Nursing,  Director  of  Nursing). 

In  addition,  we  investigated  the  in-service  training 
programs  provided  for  each  of  these  classifications. 

We  also  compared  the  content  of  these  jobs  in 
different  Public  Health  facilities. 
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As  a result  of  our  initial  analyses,  we 
identified  three  job  "families”  and  eight  specific 
jab  classifications  which  required  further  inten- 
sive study.  The  selection  of  these  jobs  was  based 
upon  the  following  criteria. 


There  must  be  a significant  number  of 
incumbents  currently  performing  the  job; 
and 

Substantial  outside  education  or  voca- 
tional training  must  not  be  required  for 
entry  into  the  job. 


Application  of  these  criteria  resulted  in  the 
identification  of  the  following  job  "families"  and 
classifications : 


Job  "Families" 


Clerical  Jobs 
Kitchen  Jobs 
Laundry  Jobs 

Specific  Job  Classifications 

2302  Orderly 
2736  Porter 

2424  X-Ray  Laboratory  Aide 
2590  Rehabilitation  Worker  I 
9961  Community  Health  Worker  I 
2301  Community  Health  Aide 
8204  Institution  Security  Officer 
2526  Ambulance  Driver 


These  job  families  and  specific  classifications 
were  those  which  clearly  required  additional  analysis. 
They  were,  however,  only  the  starting  point  for  the 
extended  analyses  which  we  deemed  to  be  required.  We 
retained  the  option  to  review  other  positions  when 
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they  appeared  to  be  important  to  accomplishing  the 
objectives  of  the  study. 

The  list  of  institutions  to  be  included  in  the 
study  was  also  expanded  to  provide  a basis  for  making 
comparisons  throughout  the  Department  of  Public  Health. 
In  addition  to  the  five  facilities  which  were  covered 
in  our  initial  activities,  we  extended  the  scope  of 
our  analysis  to  include: 

San  Francisco  General  Hospital 
Northeast  Mental  Health  Center 
Mission  Mental  Health  Center 
Bayview  Mental  Health  Center 
Center  for  Special  Problems 

Prior  to  continuing  our  expanded  job  analysis 
activities,  we  reviewed  the  techniques  which  we  had 
employed  during  the  initial  phases  of  the  study.  With 
the  major  addition  of  expanding  our  procedures  to 
include  higher  level  positions,  we  retained  the  basic 
job  analysis  and  review  techniques  which  we  had  used. 
These  procedures  entailed  the  following  five  basic 
elements : 

Introductory  and  explanatory  meeting  with 
personnel  at  the  facility  under  study; 

Preliminary  walk-through  and  a general 
review  of  the  functions  performed  by  each 
of  the  major  organizational  subunits; 

Interviews  with  managers  who  were  directly 
responsible  for  supervising  the  jobs  under 
study ; 
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On-site  observations  of  the  work  as  it 
was  being  performed  (where  such  observa- 
tions were  feasible  and  appropriate);  and 

Interviews  with  job  incumbents,  when 
necessary . 


Expanded  Job  Analysi s Activities 


In  addition  to  extending  our  analysis  to  the 
other  Public  Health  facilities  noted  above,  we  made 
follow-up  visits  to  the  institutions  which  comprised 
the  initial  sample.  We  included  in  our  analysis 
positions  not  previously  covered,  and  clarified  or 
verified  information  previously  obtained. 

As  our  analysis  activities  proceeded,  we  found 
it  necessary  to  include  several  additional  Public 
Health  facilities.  They  were: 

District  Health  Center  #1 
District  Health  Center  #2 
District  Health  Center  #3 
Methadone  Maintenance  Program 
Alcoholic  Rehabilitation  Clinic 

These  additional  visits  were  necessary  to  com- 
plete the  analyses  of  the  following  classifications: 

Rehabilitation  Worker  I,  II,  and  III 
Community  Health  Worker  I and  II 
Community  Health  Aide 
Psychiatric  Orderly 
Senior  Psychiatric  Orderly 
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For  all  of  the  physical  locations  which  we 
covered  during  the  course  of  the  study,  we  completed 
the  following  activities: 


Conducted  introductory  meetings  and  general 
reviews  of  each  organization  and  operation 
with  the  cognizant  department  heads. 

Conducted  similar  introductory  meetings  and 
reviews  with  heads  of  organizational 
subunits  where  the  entry  jobs  under  study 
were  located. 


The  above  two  steps  were  necessary 
because  many  of  the  locations  had 
not  been  included  in  the  initial  scope 
of  study.  As  such,  personnel  at  these 
sites  were  unaware  of  the  purposes  of 
the  study,  its  scope,  and  the 
methodologies  entailed  in  it. 


Analyzed  the  duties,  responsibilities,  and 
skills  required  in  the  entry  level  jobs 
which  were  covered. 

Analyzed  the  duties,  responsibilities,  and 
skills  required  in  many  non-entry  jobs  to 
determine  the  potential  for  promotive  paths 
from  entry  jobs  to  these  non-entry  positions. 


In  both  of  these  activities,  we  sought 
detailed  definitions  of  the  following: 

The  duties  and  responsibilities 
of  the  jobs  as  performed  at  that 
site ; 

The  requirements  of  the  job  in 
terms  of  past  experience,  educa- 
tion, credentials,  licenses,  and 
vocational  training; 

Training  received; 

The  existence,  if  any,  of  formal 
promotive  pathways; 
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The  number  of  incumbents  in  the 
job; 

The  salary  grade  of  the  classi- 
fication; and 

The  Civil  Service  status  of 
present  incumbents. 


Verified  job  analysis  findings  with  responsible 
supervisors  and  department  heads,  and  solicited 
their  ideas  for  constructive  changes; 

Evaluated  the  degree  of  correspondence  between 
the  duties  and  responsibilities  of  the  jobs 
as  performed  to  the  duties  and  responsibilities 
stated  in  the  official  job  specifications; 

Analyzed  the  existing  promotive  paths  to 
determine  their  logic  and  effectiveness; 

Analyzed  the  degree  to  which  the  Civil  Service 
Rules  are  understood  by  the  administrative 
and  supervisory  personnel  we  interviewed; 

Identified  jobs  with  little  or  no  existing  pro- 
motive opportunity;  and 

Identified  the  existing  in-service  training 
programs  and  their  purpose,  content,  scope,  and 
duration . 


We  conducted  on-site  analyses  of  20  physical 
locations  within  the  Department  of  Public  Health. 
However,  in  many  cases,  there  were  multiple  func- 
tional units  within  a single  location.  In  all,  we 
analyzed  over  55  such  functional  units. 

(Appendix  B presents  the  institutions  and  depart- 
ments surveyed  during  the  study.) 

At  these  locations,  we  analyzed  70  classifi- 
cations. (These  classifications  are  listed  in 
Appendix  C.)  This  list  does  not  include 
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higher  level  positions  (e.g.,  Head  Nurse,  Adminis- 
trative Chef)  which  we  reviewed,  but  did  not  analyze 
in  detail. 


Development  of  Recommendations 

Having  completed  the  analyses  and  investiga- 
tions described  above,  we  began  the  task  of 
consolidating  the  information  which  we  had  developed. 
The  primary  result  of  this  step  was  the  definition  of 
the  findings  which  are  presented  in  Section  II, 
Findings , and  the  development  of  the  recommendations 
covered  in  Section  III,  Recommendations . 

During  this  task,  we  completed  the  following 
activities : 


Identified  specific  cases  where  the  job 
as  performed  departed  from  the  job  as 
defined  in  the  official  job  specification. 

Identified  those  provisions  of  the 
classification  and  Civil  Service  Rules 
which  tend  to  cause,  or  were  commonly 
perceived  by  the  people  we  interviewed 
to  cause,  classification  problems,  promo- 
tion barriers,  or  operating  problems. 

Charted  the  official  promotive  lines, 
qualification  requirements,  and  salary 
grade  data  for  all  jobs  under  study,  based 
upon  information  contained  in  the  job 
specification,  the  examination  announce- 
ments, and  Salary  Ordinance  documents. 

This  data  was  verified  by  Civil  Service 
personnel . 

Evaluated  potential  for  modifying  study 
job  classifications  to  create  generalist 
classes  for  promotive  purposes. 
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Evaluated  potential  for  eliminating  exist- 
ing study  job  classifications  and  creating 
new  ones. 

Evaluated  possible  progression  paths  from 
entry  job  classifications  to  other  classi- 
f ications . 


In  completing  the  three  preceding 
tasks,  we  developed  a general 
analytical  framework.  The  elements 
of  this  framework  were  as  follows: 

Identify  departures  of 
functions  as  performed  from 
those  specified  in  the  job 
specif ication . 

Identify  major  variations 
in  the  functions  of  the  same 
position  in  different  locations. 

Identify  organizational  and 
operational  justifications  for 
modifying  job  functions. 

Review  and  evaluate  existing 
promotional  pathways. 

Identify  the  need  and  justifi- 
cation for  new  supervisory 
positions . 

. Ascertain  the  need  for  a higher 
level  of  skills,  training,  or 
competence  in  the  performance 
of  the  functions  comprising  a 
given  position. 

Consider  any  other  possible 
justifications  for  restructuring 
the  functions  comprising  the 
position . 

Identify  the  present  level  and 
type  of  training  provided. 

Identify  the  specific  knowledge 
and  skills  acquired  on  the  job. 

This  framework  was  applied  to  all  of 
the  data  developed  in  the  job  analysis 
phase  of  the  study. 
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Evaluated  the  potential  for  creating  new  pro- 
motive jobs. 

Developed  and  documented  tentative  recommenda- 
tions . 

Met  with  the  Chief  Personnel  Officer,  Depart- 
ment of  Public  Health,  Assistant  General 
Manager,  Personnel,  Civil  Service  Commission, 
and  Public  Service  Careers  representatives  to 
verify  findings  and  to  discuss  our  tentative 
recommendations . 

Met  with  a representative  of  Local  250  of  the 
Hospital  and  Institutional  Workers  Union  to 
outline  our  findings  and  to  solicit  suggestions 
and  recommendations.  (Representatives  of  Local  400, 
San  Francisco  City  and  County  Employees  Union, 
were  unable  to  attend  this  meeting.) 


Limita tions  of  Job  Analysis  Procedures 

The  job  analysis  procedures  which  were  employed 
in  the  study  were  developed  to  meet  the  specific 
objectives  of  the  project.  While  they  were  highly  com- 
prehensive for  these  purposes,  they  were  limited  in  a 
number  of  ways . 

Although  the  development  of  our  recommendations 
required  numerous  evaluations  on  our  part,  these 
judgments  were  strictly  limited  to  the  functional  con- 
tent of  specific  positions  and  the  impact  of  this 
content  upon  promotive  mechanisms. 

The  following  areas  of  evaluation  were  outside  the 
scope  of  this  project,  and  are  therefore  not  included 
in  this  report: 


Evaluations  of  the  overall  organization  of 
the  Department  of  Public  Health,  or  of  any 
of  the  Department’s  operational  entities. 
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Evaluations  of  operational  effectiveness 
or  efficiency  except  as  such  judgments 
impacted  upon  the  development  of  promotive 
pathways . 

Assessments  of  work  schedules,  work  pro- 
cedures, or  work  load  allocations. 

Assessments  of  any  individual's  performance, 
capabilities,  or  potential  for  progression. 

Evaluations  of  supervisory  techniques, 
reporting  relationships,  or  communications 
links . 

Evaluations  of  the  specific  rates  of  pay  for 
any  positions. 


In  our  investigations,  we  necessarily  became 
aware  of  specific  problems  related  to  several  of  the 
above  areas.  We  made  no  effort  to  investigate  or 
verify  any  aspect  of  these  problems  beyond  that 
required  by  the  methodology  of  the  study.  However, 
we  will  discuss  our  observations  related  to  these 
areas  with  you,  if  you  so  desire. 

It  is  also  important  to  note  that  verification 
and  cross  validation  of  all  of  the  information  pre- 
sented in  this  report  was  not  possible.  In  certain 
cases,  we  depended  upon  supervisors  or  a sample  of 
incumbents  for  information.  To  the  best  of  our  know- 
ledge, all  of  the  information  included  in  this  report 
is  an  objective  representation  of  existing  conditions. 
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II.  FINDINGS 


II.  FINDINGS 


This  section  contains  our  findings,  which  are  organized  as 
follows : 

A.  SUMMARY  OF  FINDINGS 

B . DEPARTURES  FROM  JOB  SPECIFICATIONS 

C.  SPECIFIC  FINDINGS  BY  JOB  CLASSIFICATION  AND 
JOB  FAMILY 

D.  TRAINING 

E.  ENTRY  JOB  BACKGROUND  REQUIREMENTS 

F.  LATERAL  MOBILITY 

G.  CURRENT  USE  OF  GENERALIST  CLASS  CONCEPT 

H.  SALARY  GRADE  INCONSISTENCIES 

I„  CIVIL  SERVICE  RULES  AND  PROCEDURES 
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SUMMARY  OF  FINDINGS 


We  have  summarized  our  major  findings  in  the  statements 
shown  below.  These  findings  are  elaborated  upon  and  dis- 
cussed in  detail  in  other  parts  of  this  section. 

There  are  many  cases  in  which  the  job  tasks  performed 
depart  significantly  from  the  tasks  stated  in  the 
job  specification. 

There  are  many  job  classifications  with  no  formal  pro- 
motive line,  or  with  a very  limited  promotive  line. 

See  Appendix  D which  depicts  current  promotive  paths, 
qualification  requirements,  and  pay  grades  for  each 
job  under  study. 

In  practice,  lateral  moves  to  a different  job  classi- 
fication (as  distinct  from  a transfer  to  the  same  job 
classification  in  a different  department  or  location) 
are  almost  impossible. 

- There  are  cases  where  existing  job  classifications 
serve  to  impair  organizational  and  operational 
effectiveness  because: 

No  classification  exists  which  can  accom- 
modate the  real  operational  work  needs; 

Appropriate  classifications  exist  which 
accommodate  work  needs,  but  the  classifi- 
cations have  not  been  allocated  to  the 
department  or  organizational  unit  in  ques- 
tion . 

Training  is  conducted  for  some  job  classifications, 
but  is  not  provided  for  many  others  where  it  is 
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needed.  Further,  training  programs  tend  not  to  be 
systematic  or  comprehensive.  However,  on-the-job 
training  is  provided  which  appears  to  have  meaning- 
ful content. 

There  are  some  salary  grade  inconsistencies  wherein 
a formal  promotive  step  is  to  a job  classification 
with  the  same  or  lower  pay  than  the  job  classifica- 
tion it  is  promotive  from. 

There  are  wide  variances  in  knowledge  and  understand- 
ing of  the  Civil  Service  Rules  shown  by  the 
administrative  and  supervisory  personnel  we  inter- 
viewed . 

There  are  specific  features  of  the  Civil  Service 
Rules  which  tend  to,  or  are  commonly  believed  to, 
negatively  affect  promotive  opportunities  and  opera- 
tional effectiveness. 

The  job  evaluation  and  classification  process  has, 
in  many  cases,  not  kept  pace  with  changing  work  re- 
quirements in  several  Department  of  Public  Health 
organizations . 

The  mental  health  organizations  have  suffered  most 
from  the  problem  of  being  forced  to  use  job  classifi- 
cations which  do  not  fit  the  reality  of  work  needs; 
which  limit  promotive  opportunities;  and  which  reduce 
organizational  and  operational  effectiveness.  The 
primary  reason  for  this  is  the  rapid  growth  and 
change  which  has  occurred  in  the  recent  history  of 
these  organizations.  Administrators  have  been  forced 
to  use  whatever  classifications  are  available  in 
order  to  recruit  people,  and  assign  them  to  the  tasks 
at  hand,  irrespective  of  job  classification. 
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B.  DEPARTURES  FROM  JOB  SPECIFICATIONS 


As  we  stated,  there  are  many  cases  where  the  job  tasks 
performed  differ  significantly  from  the  tasks  defined  in 
the  job  specification  applicable  to  a given  classification. 
Where  this  situation  exists,  it  is  our  judgment  that  the  job 
tasks  performed  generally  reflect  the  requirements  of  the 
work  situation,  and  as  such  are  justified. 

Such  disparities  are  most  undesirable  for  the  following 
reasons : 

Significant  differences  in  responsibility,  com- 
plexity of  duties,  and  consequences  of  error  are  not 
recognized  in  terms  of  compensation.  This  usually 
results  in  pay  inequities  relative  to  the  real  value 
of  the  jobs,  with  some  individuals  being  underpaid 
for  the  work  that  they  perform. 

Where  a job  requires  supervision  of  employees  by 
another  employee  in  the  same  class,  the  acting  super- 
visor’s authority  is  sometimes  questioned  or 
undermined.  Such  practices  impair  operating  effec- 
tiveness, and  may  reduce  individual  morale. 

There  are  discrepancies  in  the  actual  content  of 
entry  jobs  relative  to  the  requirements  of  promotive 
jobs.  The  following  hypothetical  example  is  illus- 
trative. Job  classification  A is  promotive  to 
classification  B,  but  the  incumbent  in  A performs  a 
significant  number  of  tasks  other  than  the  ones 
stated  for  A;  further,  the  incumbent  does  not  perform 
many  of  the  tasks  which  comprise  A.  In  this 
situation,  A is  unlikely  to  gain  the  experience  re- 
quired for  promotion  to  or  effective  performance  in 
classification  B. 
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A supervisor  cannot  be  assured  that  candidates  for 
an  open  job  will  be  qualified.  We  observed  numerous 
instances  in  which  employees  have  been  performing 
tasks  unrelated  to  the  requirements  of  the  open  job, 
even  though  such  candidates  are  classified  in  a job 
which  should  provide  them  with  the  necessary  experi- 
ence to  be  transferred  or  promoted  to  the  open  job. 

Recruitment  and  retention  of  capable  and  qualified 
employees  suffers  because  of  these  disparities  and 
attendant  pay  inequities. 

The  departures  from  job  specifications  which  we  have 
identified  take  three  primary  forms: 

Job  tasks  performed  which  are  different  than  those 
stated  in  the  job  specification; 

The  same  job  tasks  performed  within  two  different 
job  specifications;  and 

Several  different  jobs  being  performed  within  the 
same  job  classification. 


Several  representative  departures  from  job  specifi- 
cations are  presented  in  the  exhibit  on  the  following 
page.  Under  the  heading  Job  Classification  are  listed  the 
formal  class  titles  which  relate  to  their  corresponding 
job  specification.  Under  the  heading  Job  as  Performed  are 
brief,  descriptive  statements  of  the  job  which  is  actually 
performed  by  the  individual  holding  the  formal  job  classi- 
fication . 
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EXHIBIT  1 1 -A 


Job  Classification 


Community  Health 
Aide 


Community  Health 
Worker  I 


Community  Health 
Worker  II 


Rehabilitation 
Program  Worker  I 


Rehabilitation 
Program  Worker  III 


Job  as  Performed 


Urine  Collection  and 
Processing 
Administrative 
Assistant 

Clerical 
Dental  Aide/Dog 
Quarantine 

Clerical 


Dental  Assistant 


Supervising  Others 
in  Same  Class 

Urine  Collection  and 
Processing 

Urine  Collection  and 
Processing 

Supervise  Urine 
Collection  and 
Processing  at  a 
Given  Location 

Supervise  Entire 
Program  of  Urine 
Collection  and 
Processing 

Addict  Screening 
and  Counselling 

Supervise  Addict 
Counselors 

Vocational 

Counselling 


Administrative 

Assistant 


Location 

Methadone  Program 

Methadone  Program 

NEMHC 
DHC  #1 

DHC  #1 
DHC  #2 

NEMHC 

NEMHC 

Methadone  Program 
Methadone  Program 

Methadone  Program 

Methadone  Program 
Methadone  Program 
Methadone  Program 

NEMHC 
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EXHIBIT  I I -A 
(Continued) 


Job  Classification  Job  as  Performed  Location 


Orderly 

Barber 

Laguna  Honda 

Occupational 
Therapy  Aide 

Laguna  Honda 

Inventory,  Supplies 

San  Francisco 

Central  Supply  Room 
Aide 

San  Francisco 

Clerical,  Typing 

San  Francisco 

Sterilizer  Operator 

San  Francisco 

X-Ray  Laboratory 
Aide 

San  Francisco 

Vegetable  Man 

Supervising  Others 
in  Same  Class 

San  Francisco 

Cafeteria  Helper 

Supervising  Others 
in  Same  Class 

San  Francisco 

Morgue  Attendant 

X-Ray  Laboratory 
Aide 

San  Francisco 

Special  Diet  Aide 

Clerical 

San  Francisco 

Porter 

Messenger 

San  Francisco 

General 

General 

General 

General 

General 

General 

General 

General 

General 

General 
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c. 


SPECIFIC  FINDINGS  BY  JOB  CLASSIFICATION  AND  JOB  FAMILY 


Oar  specific  findings  related  to  each  entry  job  or  job 
family  under  study  are  documented  below. 


Kitchen  Job  Family 

A formal  promotive  line  exists  in  the  kitchen 
job  family  from  Kitchen  Helper  up  to  Administrative 
Chef.  Appendix  D documents  the  specific  steps  in 
this  promotive  path.  This  promotive  path  appears  to 
be  logical.  It  is  effectively  utilized  as  evidenced 
by  the  fact  that  eight  of  eleven  Cooks  began  as 
Kitchen  Helpers. 

There  are  two  cases  at  San  Francisco  General 
Hospital  in  which  a job  as  performed  is  significantly 
different  than  the  job  specification.  A Vegetable 
Man  is  supervising  the  vegetable  room  function  which  is 
comprised  of  five  other  individuals  in  the  Vegetable 
Man  classification.  A Cafeteria  Helper  is  supervising 
approximately  14  other  individuals  in  the  same  classi- 
fication. In  each  case,  the  primary  content  of  the 
job  is  supervisory,  albeit  a working  supervisory 
situation.  Further,  the  incumbents  have  been  perform- 
ing these  supervisory  tasks  for  some  time.  Each 
situation  is  undesirable  because  the  incumbent  is  per- 
forming a job  which  entails  greater  responsibility 
and  is  more  complex  than  his  formal  classification. 

The  distinction  between  Vegetable  Man,  Kitchen 
Helper,  and  Cafeteria  Helper  seems  unnecessary.  All 
three  involve  participation  in  preparing  and  serving 
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food;  in  maintaining  kitchen  and  cafeteria 
facilities  and  equipment;  and  in  handling  and 
cleaning  utensils.  The  three  jobs  have  a re- 
latively high  degree  of  interchangeability. 

There  appears  to  be  no  substantial  difference 
in  either  the  entry  requirements  or  the 
complexity  of  duties  among  these  three  job  classi- 
fications . 

We  wish  to  point  out  that,  while  we  con- 
ducted a preliminary  survey  of  the  kitchen  and 
dietary  functions  at  Laguna  Honda  Hospital,  time 
constraints  prevented  the  conduct  of  detailed  job 
analyses.  We  believe  that  the  functions  at  each 
hospital  are  sufficiently  similar  so  that  our 
recommendations  can  be  applied  to  both.  We 
suggest,  however,  that  sufficient  analysis  of 
the  Laguna  Honda  kitchen  function  be  performed 
to  verify  the  applicability  of  our  recommenda- 
tions . 


Clerical  Job  Family 


The  current  promotive  paths  in  the  clerical 
family  appear  to  be  quite  logical.  Most  clerical 
entry  jobs  lead  through  several  levels  to  Chief 
Clerk.  In  addition,  the  entry  job  of  Clerk  has  a 
promotive  line  into  the  inventory/supplies  job 
group. 

We  did  observe  that  the  required  stenographic 
skills  are  not  used  by  many  incumbents  in  steno- 
graphic jobs.  Either  the  job  does  not  require  it, 
or  dictating  equipment  is  used.  There  are  a few 
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cases  where  the  stenographic  skill  is  used,  and 
we  understand  that  this  is  especially  true  in 
other  departments  of  the  City. 

We  also  observed  cases  where  individuals  in 
typist  classifications  do  no  typing.  While  this 
condition  makes  poor  use  of  a skill  possessed  by 
the  individual,  we  do  not  consider  it  a serious 
matter . 

Although  the  promotive  paths  in  this  job 
family  are  basically  sound,  there  are  a few  apparent 
inconsistencies : 


Ward  Clerk  does  not  promote  further  in 
the  clerical  family,  yet  it  is  promotable 
from  Clerk  Typist. 

Clerk  has  two  promotive  lines,  one  through 
the  traditional  clerical  jobs,  the  other 
through  inventory/supply  jobs.  Clerk 
Typist,  however,  does  not  promote  into  the 
inventory/supply  pathway. 

Medical  Stenographic  Secretary  promotes 
from  Medical  Clerk  Stenographer,  but  does 
not  promote  any  further  in  the  clerical 
family. 

Principal  Clerk  Stenographer  does  not  pro- 
mote to  Principal  Clerk. 

Distinguishing  between  Principal  Clerk  and 
Principal  Clerk  Stenographer  has  little  merit 
unless  the  latter  must  use  the  stenographic 
skill  in  addition  to  the  supervisory 
responsibility  implied  in  the  job.  It  is 
not  necessary  to  possess  the  stenographic 
skill  to  effectively  supervise  clerk  steno- 
graphers. We  recognize  that  the  Principal 
Clerk  Stenographer  is  sometimes  a specialized, 
complex  job. 
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Laundry  Job  Family 


The  laundry  operations  currently  utilize  a 
series  of  job  classifications  which  were  developed 
many  years  ago.  It  appears  that  these  classifica- 
tions are  excessive  in  number  and  unnecessarily 
restrict  the  employee's  lateral  and  vertical 
mobility.  We  believe  that  a reduction  in  the  number 
of  classifications  and  a redefinition  of  promotive 
pathways  would  provide  greater  operating  flexibility 
and  enhance  employee  opportunity  for  advancement. 

Five  entry  level  jobs  currently  exist  within  the 
laundry  job  family.  They  are: 

Laundry  Utility  Worker  - promotive  to  Senior 

Laundry  Utility  Worker  (only  one  at 

San  Francisco  General  Hospital) . 

Laundress  - not  promotive. 

Laundry  Marker  and  Distributor  - not  promotive. 

Presser  Operator  - promotive  to  Senior  Presser 

Opera tor~Tonly  one  at  San  Francisco  General 

Hospital) . 

Seamstress  - promotive  to  Head  Seamstress 

(only  one  at  San  Francisco  General  Hospital). 

Under  this  structure  at  San  Francisco  General 
Hospital,  there  are  presently  34  employees  vying  for 
three  slots,  and  7 employees  who  cannot  be  promoted 
from  their  entry  level  positions. 

In  addition,  the  only  supervisory  jobs  which 
exist  in  the  laundry  job  family  are  working  super- 
visory positions.  In  the  clean  linen  sorting  and 
mangle  areas,  the  Senior  Laundry  Utility  Worker 
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supervises  16  Laundry  Utility  Workers  and 
4 Laundresses.  Similarly,  the  Senior  Washer  super- 
vises three  Laundry  Machine  Operators  and  seven 
Laundry  Utility  Workers  in  the  wash  house  and  soiled 
linen  sorting  area.  In  each  case,  the  individual  is 
a working  supervisor,  but  he  performs  truly  super- 
visory tasks.  With  a total  head  count  of  58  positions 
in  the  San  Francisco  General  Hospital  laundry,  there 
are  no  full-time  supervisory  positions  provided  for. 

Several  salary  grade  inequities  also  appear  to 
exist : 


The  Laundress  is  currently  grade  20.5,  while 
the  Laundry  Utility  Worker  is  slotted  at 
grade  20.0.  Both  entail  essentially  the  same 
duties,  with  the  Laundry  Utility  Worker 
requiring  greater  physical  strength  in  order 
to  move  heavily  loaded  laundry  carts. 

The  Laundry  Marker  and  Distributor  is  in 
grade  19.5,  while  the  Laundry  Utility  Worker 
is  in  grade  20.  The  former  job  is  considerably 
more  complex  than  the  latter.  In  addition, 
the  Laundry  Marker  and  Distributor  supervises 
several  Laundry  Utility  Workers. 


Human  Services  Job  Family 

"Human  services”  refers  to  several  job  classifica- 
tions which  are  located  primarily  in  district  health 
centers  and  mental  health  organizations.  The  entry 
level  study  jobs  which  we  have  included  in  this 
category  are: 

Community  Health  Aide 
Community  Health  Worker  I 
Rehabilitation  Program  Worker  I 
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In  this  analysis,  we  have  included  the  follow- 
ing additional  job  classifications  in  the  human 
services  category: 

Community  Health  Worker  II 
Rehabilitation  Program  Worker  II 
Rehabilitation  Program  Worker  III 
Psychiatric  Orderly 
Eligibility  Worker 

We  have  stated  that  these  classifications  do  not 
effectively  fit  the  operating  work  needs,  especially 
in  the  mental  health  organizations.  We  have  also 
listed  many  instances  where  the  work  performed  by  the 
incumbents  in  these  classes  departs  from  the  job  speci- 
f icat ions . 

In  addition  to  these  specific  examples,  there  are 
instances  where  virtually  the  same  job  functions  are 
being  performed  by  individuals  classified  as  Community 
Health  Aide,  Rehabilitation  Program  Worker  I and  II, 
Community  Health  Worker  I and  II,  and  Psychiatric 
Orderly.  These  functions  are  associated  with  screening 
and  interviewing  patients,  providing  assistance  to 
patients  in  locating  lodging,  clothing,  meals,  and  jobs, 
conducting  social  activity  groups,  participating  in 
patient  therapy  sessions,  and  otherwise  serving  as  a 
patient  advocate  and  source  of  social  support  for  the 
patient . 

This  condition  reflects  the  fact  that  several 
different  functions  are  being  performed  which  are 
related  to  a wide  variety  of  mental  patients.  It  is 
also  indicative  of  the  differences  in  patient  social, 
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economic,  and  cultural  backgrounds  from  location 
to  location. 

We  noted  varying  levels  of  similar  activities 
performed  by  individuals  within  a given  job  classi- 
fication. For  instance,  some  Psychiatric  Orderlies 
are  primarily  involved  in  the  non-counselling  aspects 
of  the  job  such  as  assisting  in  physical  needs,  taking 
vital  sign  readings,  and  serving  as  a source  of 
supportive  comfort  to  the  patient  on  a social  level. 
Other  Psychiatric  Orderlies  are  involved  as  primary 
and  co-therapists  in  counselling  activities  designed 
to  have  a positive  impact  on  the  patient’s  basic 
mental  problems. 

While  not  strictly  a deviation  from  the  job 
specification,  we  do  recognize  that  many  Psychiatric 
Orderlies  possess  licenses  granted  by  the  State  which 
legally  entitle  such  individuals  to  be  clasified  as 
Psychiatric  Technicians.  We  understand  that  the 
license  permits  the  holder  to  administer  some  forms 
of  medication,  and  to  provide  somewhat  more 
extensive  therapeutic  service  to  mental  patients. 

There  appears  to  have  been  some  pressure  exerted  to 
establish  the  formal  classification  of  Psychiatric 
Technician  in  order  to  recognize  the  presumed  higher 
level  of  competence,  and  to  provide  a salary  com- 
parable to  Psychiatric  Technicians  outside  the 
San  Francisco  Public  Health  System. 

We  are  aware  of  the  proposed  establishment  of 
the  Psychiatric  Technician  classification  within 
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San  Francisco,  and  we  believe  this  is  an  appropriate 
action  in  light  of  the  legal  requirements  imposed  on 
qualifying  for  and  performing  the  duties  of  the  job. 

To  summarize  our  findings  in  the  human  services 
group,  the  classification  structure  is  very  cumber- 
some, and  will  become  increasingly  more  difficult  to 
work  with  if  the  mental  health  organizations  continue 
to  change  and  grow  as  they  have  in  the  past.  A most 
telling  example  of  this  problem  exists  in  the  Methadone 
Program  where  individuals  classified  as  Rehabilitation 
Program  Worker  I are  performing  six  markedly  different 
jobs  . 


Orderly 

We  have  already  documented,  in  Departures  from 
Job  Specifications,  cases  where  individuals  classified 
as  Orderlies  are  performing  jobs  other  than  that  of 
Orderly.  These  are  isolated  instances  in  terms  of  the 
number  of  Orderlies  involved. 

The  great  majority  of  Orderlies  work  in  patient 
wards  in  the  City’s  hospitals.  The  Orderlies  at 
San  Francisco  General  Hospital  are  performing  what  we 
consider  to  be  somewhat  higher  level  activities  than 
those  stated  in  the  job  specification.  These  Orderlies 
are  typically  part  of  the  nursing  team,  and  are 
assigned  to  care  for  specific  patients.  They  perform 
patient  care  duties  similar  to  the  duties  performed 
by  Licensed  Vocational  Nurses,  but  for  the  less  severe 
patient  cases.  In  addition  to  providing  the  general 
patient  care  duties  stated  in  the  job  specification, 
most  ward  Orderlies  perform  the  following  duties  at 
San  Francisco  General  Hospital: 
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- Change  minor  dressings; 

Administer  intake/output; 

- Provide  catheter  care; 

Take  vital  sign  readings; 

Provide  skin  care,  heat  treatments,  and  related 

tasks ; 

Write  nurses  notes; 

Maintain  patient  charts. 

It  appears  that  the  Orderlies  at  San  Francisco 
General  Hospital  have  shown,  as  a group,  the  desire 
and  capability  to  perform  these  specific  patient  care 
duties.  In  most  cases,  they  have  been  encouraged  and 
trained  to  do  so. 

We  observed  a few  cases  at  San  Francisco  General 
Hospital  where  the  Orderly  is  not  capable  of  performing 
these  specific  activities,  or  refuses  to  perform  them 
because  the  job  specification  does  not  require  it. 

This  reduces  the  flexibility  of  the  supervisory  nurse 
to  assign  work  to  these  Orderlies. 

At  Laguna  Honda  Hospital  and,  formerly,  at 
Hassler  Hospital,  Orderlies  tend  to  perform  the  duties 
described  in  the  job  specification.  They  do  not,  in 
general,  perform  the  specific  patient  care  duties  per- 
formed by  the  San  Francisco  General  Hospital  Orderlies. 
The  primary  reason  for  this  is  that  chronically  ill 
patient  needs  differ  from  acute  patient  needs. 
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Porter 


The  Porter  classification  has  a logical  pro- 
motive path  into  supervisory  levels  in  the 
housekeeping  function.  It  also  promotes  into  a 
different  functional  area,  storekeeping.  While  the 
promotive  path  into  supervisory  classes  has  been  used, 
it  has  been  less  than  effective  because  of  examination 
delays.  Promotions  have  been  based  upon  seniority 
rather  than  upon  examination  rankings.  Many  Porters 
perceive  the  classification  as  being  essentially  a 
dead-end  position  because  promotive  movement  is  extremely 
slow. 


Many  administrative  personnel  we  interviewed, 
especially  in  the  community  and  mental  health  organiza- 
tions, expressed  a strong  opinion  that  the  Porter  should 
be  classified  as  Janitor  and  receive  the  attendant  pay 
increase.  These  individuals  commented  that  many  of  the 
most  capable  Porters  leave  the  Public  Health  system  to 
become  janitors. 

Although  we  have  not  done  first-hand  analysis  of 
the  Janitor  job,  we  have  compared  the  job  specification 
to  that  of  Porter.  There  appears  to  be  no  material 
difference  in  job  content  sufficient  to  justify  a 
higher  pay  grade  for  Janitor  than  for  Porter.  The 
hospital  Porter,  in  fact,  is  working  in  an  environment 
which  has  two  relatively  unique  requirements  when 
compared  to  the  non-hospital  environment  in  which  the 
Janitor  typically  works.  The  requirement  for  a know- 
ledge of  asceptic  techniques  is  greater  because  of  the 
patient  populace.  In  addition,  the  existence  of  patients 
requires  a mode  of  behavior  on  the  part  of  the  Porter  (and 
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all  other  hospital  personnel  who  come  in  contact 
with  patients)  which  is  sensitive  to  patient  condi- 
tion. While  we  do  not  wish  to  exaggerate  the 
importance  of  these  factors,  they  do  appear  to  be 
distinguishing  characteristics  which  add  support  to 
reclassifying  Porter  to  Janitor. 

There  are  additional  factors  unique  to  the  Porter 
in  the  district  health  centers  and  the  mental  health 
facilities.  Typically,  only  one  or  two  Porters  are 
assigned  to  a facility,  and  they  have  a broad  range  of 
housekeeping  and  handyman  duties.  Also,  they  receive 
no  technical  supervision.  A Porter  in  such  a location 
must  be  fully  competent  technically,  and  able  to  perform 
a broad  range  of  duties  with  little  direct  supervision  . 


X-Ray  Laboratory  Aide 

The  X-Ray  Laboratory  Aide  classification  has  no 
formal  promotive  opportunity,  and  virtually  no  promotive 
potential  within  the  Radiology  Department.  The  primary 
activities  of  the  job  involve  bringing  patients  to  the 
Department,  returning  them  to  their  wards,  transporting 
film  cassettes,  and  limited  work  processing  film  in 
the  dark  room.  The  Aide  has  practically  no  opportunity 
in  the  conduct  of  his  duties  to  gain  technical  know- 
ledge which  would  be  applicable  toward  his  qualifying 
for  the  position  of  X-Ray  Technician. 

We  did  observe  that  two  X-Ray  Laboratory  Aides  at 
San  Francisco  General  Hospital  work  full-time  operating 
film  processing  equipment  in  the  dark  room.  This 
activity  is  within  the  job  specification,  and  operation 
of  the  equipment  is  relatively  simple,  and  can  be 
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learned  in  a short  period  of  time.  Several  other 
Aides  process  film  in  addition  to  their  patient 
transport  duties. 

We  believe  there  is  no  justification  for  estab- 
lishing a separate  class  applying  to  the  film 
processing  activity.  That  activity  should  be  evaluated, 
however,  to  determine  if  a pay  differential  is 
justified  based  upon  physical  working  conditions. 


Ambulance  Driver 

We  understand  that  current  planning  calls  for  the 
Ambulance  Driver  classification  to  be  merged  into  the 
Medical  Steward  classification  within  a several  year 
period,  and  that  appropriate  experience  and  training 
requirements  will  be  applied.  Although  Ambulance  Driver 
was  promotive  to  Medical  Steward,  we  questioned  the 
logic  of  this  pathway.  It  appeared  that  the  experi- 
ence gained  by  the  driver  would  be  insufficient 
preparation  to  assume  primary  responsibility,  as  a 
Medical  Steward,  for  treating  emergency  cases.  We 
believe  it  would  be  a logical  promotive  move  if  the 
training  and  experience  requirements  for  Medical  Steward 
were  met.  In  practice,  however,  the  Ambulance  Driver 
cannot  meet  those  requirements  without  additional 
schooling  and/or  experience  which  cannot  be  obtained 
by  means  of  on-the-job  performance.  We  recommend  the 
establishment  of  a formal  training  program,  containing 
the  elements  necessary  to  meet  the  Medical  Steward 
requirements . 
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Institution  Security  Officer 


After  initial  job  analysis,  we  omitted  the 
Institution  Security  Officer  classification  from 
further  study.  The  class  requires  one  year  of  quite 
specialized  experience  for  entry.  The  pay  grade  is 
much  higher  than  for  the  other  entry  jobs  under  study. 
We  concluded  that  the  class  did  not  constitute  an 
entry  job  in  the  same  sense  that  the  others  qualified, 
and  that  it  is  unrealistic  to  expect  it  to  be  made 
promotive  from  any  of  the  jobs  we  analyzed  because  of 
the  experience  requirements. 


Messenger  Center  - San  Francisco  General  Hospital 

The  findings  regarding  the  entry  jobs  in  this 
function  must  be  treated  in  the  context  of  the  entire 
department.  The  Messenger  Center  provides  messenger 
service  and  is  responsible  for  mail  sorting  and  distri- 
bution at  San  Francisco  General  Hospital. 

Supervision  is  provided  by  one  Head  Nurse  and 
one  Messenger  Center  Supervisor.  The  job  classifica- 
tions utilized  are  Porter,  Orderly,  and  Junior  Clerk. 
The  use  of  these  classifications  is  as  follows: 


Porter  (11)  - responsible  for  picking  up 
and  delivering  equipment  such  as  tanks,  bed 
frames,  and  non-equipment  items  such  as  lab 
samples,  X-rays,  etc. 

Orderly  (12)  - principally  responsible  for 
the  movement  of  patients  from  location  to 
location  within  the  Hospital.  The  Orderlies 
also  perform  tasks  identified  with  the 
Porter  position. 

Junior  Clerk  (4)  - responsible  for  sorting, 
filing , and  distributing  mail. 
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This  department  is  in  the  process  of  being 
reorganized  by  the  Head  Nurse  who  was  recently  placed 
in  charge.  The  Porters  who  were  previously  assigned 
to  the  Housekeeping  Department  have  now  been  formally 
assigned  to  the  Messenger  Center  for  purposes  of 
better  planning  and  control. 

The  exercise  of  effective  supervision  continues 
to  be  a problem,  however.  At  present,  the  Department 
has  only  one  supervisor,  and  she  has  been  temporarily 
assigned  to  the  evening  shift.  The  Head  Nurse  in  charge 
is  responsible  for  the  day  shift,  but  she  also  has  other 
duties  and  responsibilities,  and  is  physically  located 
in  another  building. 

As  of  now,  heavy  reliance  is  placed  upon  one 
Orderly  and  one  Porter  during  the  day  shift.  They  per- 
form most  of  the  dispatching,  which  is  a supervisory 
activity,  but  their  efforts  are  partially  negated  by 
their  lack  of  ’’official  status."  This  has  contributed 
to  the  long  delays  in  responding  to  requests  for 
messenger  service. 
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D. 


TRAINING 


The  Department  of  Public  Health  does  not  currently  pro- 
vide a sufficient  number  of  fully  comprehensive  and 
coordinated  training  programs.  There  are  some  formal  train- 
ing programs,  but  they  are  limited  in  application  to  only  a 
few  job  classifications. 

We  were  informed  about  some  specific  formal  training 
programs  currently  in  operation  within  the  Department  of  Public 
Health.  Those  identified  to  us  were  as  follows: 

Orderly  Orientation  - San  Francisco  General  Hospital 

and  Laguna  Honda-T16spi  tal . 

Registered  Nurse  Orientation  - San  Francisco  General 

Hospital . 

Ward  Clerk  Training  Program  - San  Francisco  General 

Hospital . 

Community  Health  Aide  Training  Program  - San  Francisco 

General  Hospital  and  District  Health  Centers. 

Porter  Training  Program  - Laguna  Honda  Hospital. 

The  absence  of  formal  training  programs  has  many  organiza- 
tional and  management  ramifications.  It  has  made  it  an 
operational  necessity,  in  most  instances,  to  seek  individuals 
with  directly  applicable  experience  for  even  the  lowest  level 
entry  jobs.  Unfortunately,  in  many  cases,  this  qualifying 
experience  appears  to  have  been  of  doubtful  value  in  terms 
of  the  employee’s  capability  to  perform  on  the  job.  It  appears 
that  the  prior  experience  of  many  employees  has  been  mis- 
represented, unverified,  or  of  doubtful  quality.  We  question 
the  utility  of  this  approach,  and  its  potentially  negative 
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impact  on  employee  morale. 


We  observed  some  instances  of  on-the-job  training  pro- 
grams and  skills  training  programs.  In  the  main,  however, 
these  tended  to  be  isolated,  and  had  been  internally 
originated  by  a department  in  response  to  a particular  need 
Although  they  serve  a valuable  purpose,  it  is  difficult  to 
assess  their  effectiveness. 
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E. 


ENTRY  JOB  BACKGROUND  REQUIREMENTS 


We  question  the  need  for  and  usefulness  of  requiring 
specific  experience  for  entry  into  several  job  classifica- 
tions, such  as: 


Job  Classification 

Class 

Specif ication* 

Experience 
Required  as 
of  Most  Recent 
Examination 

Orderly 

1 Year 

6 Months 

X-Ray  Laboratory  Aide 

3 Months 

6 Months 

Porter 

1 Year 

6 Months 

Vegetable  Man 

1 Year 

No  Exam 

Cafeteria  Helper 

1 Year 

No  Exam 

Kitchen  Helper 

1 Year 

6 Months 

Laundry  Utility  Worker 

1 Year 

6 Months 

Control  Supply  Room  Aide 

1 Year 

No  Exam 

It  appears  that  there  are  numerous  cases  where  the  experi- 
ence requirements  have  not  been  enforced.  Where  attempts  have 
been  made  to  enforce  them,  the  experience  often  has  not  been 
verified.  In  other  instances,  it  appears  that  a job  candi- 
date's past  experience  has  been  misrepresented  or  is  of  poor 
quality.  The  phrase  "or  an  equivalent  combination  of  training 
and  experience"  in  the  minimum  qualifications  section  of  the 
job  specifications  seems  to  be  the  loophole  through  which  flow 
job  candidates  with  little  or  no  relevant  experience. 

In  the  job  classifications  listed  above,  new  employees 
typically  must  be  trained  in  order  to  perform  competently.  With 
the  possible  exception  of  Orderly,  the  training  required  is  of 
relatively  short  duration,  and  it  is  conducted  on  the  job. 

If  our  observations  of  this  situation  are  valid,  the 
experience  requirements  serve  little  purpose,  and  separate 
examinations  are  unnecessary. 

*Per  published  class  specification. 
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F. 


LATERAL  MOBILITY 


A procedure  currently  exists  within  the  Civil  Service 
Regulations  which  provides  for  the  transfer  of  an  employee 
from  one  location  to  another  within  the  same  job  classifica- 
tion. 


No  procedure  exists,  however,  which  enables  an  employee 
to  move  laterally  from  one  classification  to  a different 
classification,  unless  he  possesses  the  education  and  experi- 
ence formally  required  to  take  the  examination  for  the  new 
classification.  Inasmuch  as  there  is  little  opportunity  for 
the  employee  to  gain  the  required  experience,  he  is 
essentially  blocked  from  making  a lateral  move. 

In  health  care  organizations,  the  potential  promotive 
opportunities  for  many  entry  level  job  classifications  are 
quite  limited.  Only  a few  vertical  moves  are  usually  possible 
before  professional  credentials  become  a requirement.  An 
alternative  is  to  provide  lateral  mobility  to  a job  class 
which  has  greater  promotive  opportunities.  Lateral  mobility 
should  also  be  provided  to  accommodate  employee  preference 
and  aptitude. 
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G. 


CURRENT  USE  OF  GENERALIST  CLASS  CONCEPT 


We  observed  two  cases  where  job  classifications  serve 
essentially  as  a generalist  class  within  a given  department. 
Neither  case  involves  a departure  from  the  job  specification. 
We  consider  this  generalist  usage  of  a job  classification  to 
be  a very  positive  feature. 

Medical  Record  Services  - San  Francisco  General 
Hospital 

There  are  many  specific  jobs  (defined  here  as  a 
set  of  work  duties  which  must  be  performed  daily,  and 
which  require  the  assignment  of  an  individual  to 
perform  them  on  a full-time  basis)  within  this  depart- 
ment. Several  such  jobs  correspond  to  the  duties 
specified  for  one  given  job  classification. 

Individuals  who  are  classified  as  Clerks,  for  example, 
are  assigned  to  and  rotated  among  the  different  jobs 
based  upon  individual  interests,  motivation,  ability, 
and  performance.  The  jobs  have  varying  levels  of 
importance  and  prestige  as  perceived  by  the  employees 
in  the  department.  The  generalist  application  of  the 
Clerk  classification  to  different  specific  jobs  provides 
incentives,  rewards,  and  promotive  possibilities  to 
the  individuals  in  the  class.  It  also  gives  supervisory 
personnel  some  flexibility  to  assign  staff  based  upon 
work  needs  and  individual  ability. 


Kitchen  - San  Francisco  General  Hospital 


The  Kitchen  Helper  is  used  as  a generalist  class 
within  this  department.  There  are  many  different 
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jobs  to  be  performed  by  individuals  classified  as 
Kitchen  Helpers.  Individuals  are  assigned  and 
rotated  according  to  their  interests,  motivation, 
ability,  and  performance.  This  mobility  results  in 
the  assignment  of  the  most  capable  Kitchen  Helpers 
to  the  job  of  Advanced  Kitchen  Helper,  an  internal, 
informal  designation.  The  Advanced  Kitchen  Helper 
is  more  directly  involved  in  food  preparation  than 
other  Kitchen  Helpers,  and  his  job  provides  excellent 
experience  toward  qualifying  for  Cook’s  Assistant. 

The  generalist  application  of  the  Kitchen  Helper 
classification  to  different,  specific  jobs  provides 
a promotive  opportunity  to  the  individual,  and 
flexibility  to  the  supervisor  in  assigning  work. 


We  believe  that  both  these  situations  are  very  positive, 
and  that  the  use  of  the  generalist  classifications  should  be 
retained.  The  situations  are  logical  organizationally  and 
operationally.  They  are  also  advantageous  to  the  incumbents 
within  the  classification. 
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H. 


SALARY  GRADE  INCONSISTENCIES 


We  have  noted  several  cases  where  a promotive  job  classi- 
fication falls  in  the  same  or  lower  salary  grade  than  the  job 
it  is  promotive  from.  Specific  examples  follow: 


Salary 

Grade 

2502 

Sterilizer 

Operator 

20.0 

2302 

Orderly 

21 . 5 

2302 

Orderly 

21.5 

2602 

Kitchen 

Helper 

19.5 

2702 

Janitress 

22.0 

2736 

Porter 

21.0 

2526 

Ambulance 

Driver 

28.5 

2752 

Senior  Laundry 
Utility  Worker 

21.0 

Salary 

Grade 


2402 

Laboratory 

Helper 

19.5 

2554 

Physical 

Therapy  Aide 

21.5 

2506 

Central  Supply 

Room  Aide 

21.5 

2612 

Cafeteria 

Helper 

19.5 

2706 

Housekeeper 

19.5 

2744 

Interior  Window 

Cleaner 

21.0 

2528 

Medical  Steward 

28.5 

2754 

Laundry  Machine 

Operator 

21.0 

This  condition  provides  little  incentive  to  the  individual 
in  the  lower  class,  and  the  higher  class  certainly  cannot 
be  considered  promotive  in  a salary  sense. 
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I. 


CIVIL  SERVICE  RULES  AND  PROCEDURES 


We  have  made  several  observations  regarding  the  Civil 
Service  Rules,  the  manner  in  which  they  are  communicated, 
examination  procedures,  and  specific  Rule  features  which  are 
relevant  to  this  study.  In  this  section,  we  have  attempted  to 
confine  our  comments  to: 

Documenting  opinions  commonly  held  by  the  adminis- 
trative and  supervisory  personnel  we  interviewed; 
and 

Discussing  specific  Rules  and  procedures  which  are 
relevant  to  the  objectives  of  this  study,  and  which 
are  negative  in  their  impact. 

This  section  is  organized  as  follows: 

Opinions  of  Administrative  and  Supervisory  Personnel 

Recognition  of  Background  Requirements  Not  Stated  in 
the  Job  Specification 

Recognition  of  Individual  Past  Performance  in  Examina- 
tion Procedures 

Examination  Delays 


Opinions  of  Administrative  and  Supe rvisory  Personnel 


We  observed  wide  variances  in  knowledge  and 
understanding  of  Civil  Service  Rules  and  procedures 
by  the  administrative  and  supervisory  personnel  whom 
we  interviewed.  Some  individuals  perceive  the  Rules 
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and  procedures  as  being  narrow,  restrictive,  inflexible, 
and  final.  Other  individuals  believe  that  the  Rules 
and  procedures  can  be  readily  bent  if  one  has  a "friend 
downtown."  Most  individuals  consider  the  Rules  and  the 
people  administering  them  to  be  an  amorphous,  ambiguous 
entity.  Many  are  not  sure  of  their  subordinates’ 
official  status,  and  there  is  much  confusion  over  the 
difference  between  temporary  and  limited  tenure. 

We  noted  many  complaints  to  the  effect  that  the 
"people  downtown"  do  not  understand  the  operating 
realities  of  the  institutions.  There  were  specific 
complaints  that  both  Civil  Service  and  the  Personnel 
Department  - Public  Health  are  very  slow  to  act,  and 
frequently  provide  inconsistent  or  inaccurate  information. 
Many  individuals  believe  the  Civil  Service  and  Personnel 
organizations  do  not  take  a supportive  position  regarding 
the  problems  and  needs  of  supervisory  personnel.  A 
final,  and  relatively  common  complaint  is  that  many 
examinations  are  irrelevant  to  the  job  classification 
being  tested  for,  and  that  most  examinations  have  never 
been  properly  validated. 

We  made  no  attempt  to  verify  these  expressed 
opinions.  It  is  rather  clear,  however,  that  the  Civil 
Service  Rules  and  procedures  are  complex  and  poorly 
understood  by  many  people  who  must  work  within  the  Rules. 
The  confusion,  frustration,  and  misunderstandings 
resulting  from  this  are  negative  in  their  impact. 


Recognit ion  o f Background  Requirements  N ot  Stated  in 
the  Job  Specification 

There  are  many  situations  where  an  opening  within 
a given  job  classification  requires  unique  background, 
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experience,  or  personal  characteristics  which  are  not 
stated  in  the  minimum  qualifications  section  of  the  job 
specification.  Such  unique  requirements  are  typically 
specified  by  the  supervisor  who  needs  to  recruit  someone 
into  the  position.  The  unique  requirements  emanate  from 
specific  activities  to  be  performed  in  the  job,  or  from 
peculiar  patient  characteristics.  For  clarification 
purposes,  we  have  listed  some  examples. 


Job  Classification 


Community  Health  Worker 


Rehabilitation  Program 
Worker 


Clerk  Typist 


Orderly 


Possible 

Unique  Requirements 

Specific  race;  specific 
language  skill;  specific 
cultural  and  economic 
background . 

Specific  social  background; 
specific  personal  health 
background,  such  as  must 
have  been  a heroin  addict. 

Specific  experience  result- 
ing in  learning  medical 
terminology . 

Specific  experience  with 
patients  in  a traumatic 
state . 


Currently,  the  exempt  waiver  rule  is  the  only 
alternative  available  to  the  supervisor  in  attempting  to 
recruit  an  individual  who  possesses  whatever  unique 
requirements  have  been  specified.  The  exempt  waiver 
rule  allows  individuals  on  the  appropriate  list  of 
eligibles  to  waive  the  job  opening  if  they  do  not  meet 
the  unique  requirements.  The  waiver,  under  this  rule, 
does  not  jeopardize  the  individual  in  his  being  con- 
sidered for  other  positions. 
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that  an  individual  may  have  demonstrated  strengths  and 
weaknesses  in  the  performance  of  his  past  job,  yet 
these  factors  are  not  known  to  the  members  of  the 
examining  board  who  are  trying  to  evaluate  him  and  rank 
him  for  the  promotive  job.  For  example,  an  individual 
may  have  performed  very  poorly  as  a supervisor  in  job  A. 
If  he  takes  the  promotive  examination  for  supervisory 
job  B,  the  examining  board  will  have  no  knowledge  of  his 
poor  past  performance,  yet  the  board  is  considering  him 
for  a job  with  greater  responsibility  and  complexity, 
and  with  more  severe  consequences  of  error. 


Examination  Delays 

We  do  not  wish  to  belabor  the  much  discussed 
problems  created  by  examination  delays,  and  we  are  aware 
that  action  has  been  taken  to  improve  the  situation. 

Since  the  consequences  of  examination  delays  are  relevant 
to  this  study,  however,  we  believe  we  should  comment. 

Examination  delays  have  resulted  in  many  situations 
where  eligible  lists  have  been  exhausted.  This  is  true 
for  both  entry  and  promotive  classifications.  In  some 
classifications,  several  years  have  elapsed  since  the 
last  examination.  Where  there  is  no  eligible  list  for  a 
promotive  opening,  the  individual  with  the  greatest 
seniority  in  the  next  lower  class  is  offered  the  job. 
Where  there  is  no  eligible  list  for  an  entry  opening,  an 
available  individual  who  is  not  employed  within  Public 
Health  is  typically  selected  for  the  position.  In  either 
situation,  the  individual  enters  the  job  on  a limited 
tenure  basis. 
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There  are  four  negative  consequences  we  wish 


to  describe. 


Pr o m o t ion  B a s e d Upon  Sen i o rity 

Where  no  eligible  list  exists  for  a 
promotive  job,  the  most  senior  person  in  the 
next  lower  class  is  chosen.  This  person  may 
not  be  well  qualified,  yet  he  is  put  into  the 
job  even  though  his  qualifications  have  not 
been  evaluated  by  examination.  If  he  is  not 
well  equipped  to  execute  the  job,  the  job 
suffers  from  poor  performance.  If  it  is  a 
supervisory  job,  poor  performance  has  an  even 
greater  negative  impact  on  the  operation 
supervised  and  upon  subordinate  morale. 

Morale  also  suffers  from  the  fact  that  pro- 
motion was  not  based  upon  merit.  Highly 
qualified  individuals  with  less  seniority  find 
little  incentive  when  they  cannot  be  considered 
for  the  promotive  job. 


Qualifications  of  Employees  Recruited  from 
Outside  Civil  Service  System 


Where  no  eligible  list  exists  for  an  entry 
job,  an  available  individual  is  typically 
recruited  from  outside  the  system.  That  person 
may  be  poorly  qualified,  but  this  is  not  learned 
because  no  examination  was  given.  He  might 
have  been  interviewed  by  the  supervisor  before 
hiring,  but  the  examination  criteria  were  not 
formally  applied. 


Effect  of  Examinations  Upon  Individuals  with 
Limited  Tenure  Sta tus 

Where  examinations  have  not  been  held  for  a 
long  period,  the  job  class  in  question  becomes 
filled  by  increasing  numbers  of  limited  tenure 
personnel.  In  many  cases,  they  have  been  trained, 
have  learned  the  duties  of  their  job,  and  are 
performing  competently.  If  an  examination  is 
given  and  the  limited  tenure  employees  finally 
are  ranked  on  an  eligible  list,  the  result  is 
considerable  reshuffling  of  people  assigned  to 
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jobs  in  the  various  job  locations.  An 
employee’s  ranking  on  the  eligible  list 
is  seldom  such  that  he  retains  his  current 
job.  Consequently,  there  is  a great  deal 
of  turnover,  i.e.,  employees  are  assigned 
to  the  same  job  classification,  but  in  a 
different  location.  In  many  cases,  the 
supervisor  loses  a good  worker,  the  worker 
is  forced  out  of  a job  he  likes  and  which 
he  performs  competently,  and  another  invest- 
ment must  be  made  in  training. 

A similar  incumbent  turnover  condition 
occurs  to  some  degree  when  a position  con- 
tinues to  be  a temporary  appointment . The 
turnover  in  this  case  is  caused  by  incumbents 
who  leave  the  temporary  job  when  they  are 
given  the  opportunity  to  take  a permanent  one. 
The  turnover  condition  also  occurs  when  a 
90-day  requisition  continues  to  be  renewed, 
requiring  that  a new  employee  be  brought  into 
the  job. 


Employee  Benefits 


Where  an  individual  has  limited  tenure 
in  a job  class  and  he  has  no  prior  regular 
status  within  Civil  Service,  he  receives  no 
health,  pension,  or  social  security  benefits. 
In  addition,  he  is  not  eligible  for  salary 
increases.  Complaints  about  this  feature 
are  widespread.  The  absence  of  these  bene- 
fits produces  a difficult  recruitment  and 
retention  situation. 
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III.  RECOMMENDATIONS 


III.  RECOMMENDAT I ONS 


This  section  contains  our  specific  recommendations.  The 
section  is  organized  as  follows: 

A.  SUMMARY  OF  RECOMMENDATIONS 

B.  CRITERIA  APPLIED  IN  DEVELOPING  RECOMMENDATIONS 

C.  PRIMARY  RECOMMENDATIONS  FOR  IMPROVING  MOBILITY 

1.  Human  Services  Job  Family 

2.  Lateral  Mobility  Structure 

3 . Laundry  Department 

D.  OTHER  JOB  CLASSIFICATION  RECOMMENDATIONS 

1.  Create  Kitchen  Worker  - A Consolidation  of 
Kitchen  Helper,  Cafeteria  Helper,  Vegetable  Man 

2.  Upgrade  Porter  to  Janitor 

3.  Update  Orderly  Job  Specification 

4.  Create  New  Positions  in  Specific  Departments 

5.  Correct  Misclassif ied  Jobs 

6.  Correct  Inconsistencies  in  Clerical  Family 

E.  CIVIL  SERVICE  SYSTEM  RECOMMENDATIONS 

1.  Communicate  Rules  More  Effectively 

2.  Recognize  and  Enforce  Unique  Background 
Requirements 

3.  Adopt  Performance  Evaluation  Procedures 

F.  TRAINING  RECOMMENDATIONS 

G.  SALARY  GRADE  RECOMMENDATION 

H.  IMPLEMENTATION  RECOMMENDATIONS 
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A. 


SUMMARY  OF  RECOMMENDATIONS 


This  section  presents  the  recommendations  which  we  have 
developed  in  fulfilling  the  objectives  of  the  study.  These 
recommendations  fall  into  two  broad  categories.  The  primary 
category  is  comprised  of  three  prototypical  career  progression 
models;  the  secondary  category  is  made  up  of  a number  of 
specific  career  mobility  recommendations. 

The  three  primary  recommendations  or  models  are  as 
follows : 

Restructuring  of  an  entire  job  family,  including 
a promotive  line  through  all  the  job  classifications 
in  the  family.  We  recommend  the  use  of  this  model 
for  the  human  services  family  of  jobs. 

Restructuring  classifications  in  an  entire  depart- 
ment, including  improved  promotive  lines  within  that 
department.  We  recommend  the  use  of  this  model  for 
the  Laundry  Department . 

Development  of  a broad  lateral  mobility  model.  This 
model  encompasses  several  entry  job  classifications, 
and  includes  provisions  for  moving  into  jobs  in 
different  departments,  as  well  as  in  a single  depart- 
ment. This  lateral  mobility  model  is  designed  to 
provide  progression  mechanisms  in  the  following  types 
of  situations: 

Entry  job  classifications  which  currently 
have  no  formal  promotive  line. 


-56- 


Entry  job  classifications  for  which  we 
have  recommended  new  promotive  lines. 

Entry  job  classifications  for  which  we 
have  recommended  new  promotive  classi- 
fications, but  not  a substantial 
promotive  line. 

We  have  also  recommended  several  secondary  changes 
related  to  modifying  classifications  and  providing  new  pro- 
motive opportunities.  These  are  secondary,  not  in 
importance,  but  in  the  sense  that  they  are  not  as  pervasive 
as  the  primary  recommendations. 

In  both  the  primary  and  secondary  recommendations,  we 
have  modified  jobs  in  one  or  more  of  the  following  ways: 

Consolidated  job  duties  or  job  classifications 

into  a generalist  class. 

Eliminated  outdated  job  classifications. 

Created  new  job  classifications. 

Classified  the  job  according  to  the  functions 

actually  performed. 

We  have  made  several  additional  recommendations  which 
we  believe  are  necessary  to  support  our  primary  and  secondary 
recommendations.  These  supporting  recommendations  apply  to: 

The  Civil  Service  System; 

Training;  and 

Salary  Grades. 

Finally,  we  have  made  recommendations  regarding  imple- 
mentation . 
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B.  CRITERIA  APPLIED  IN  DEVELOPING  RECOMMENDATIONS 


We  specified  several  criteria  which  we  have  applied  in 
developing  our  primary  and  secondary  recommendations.  These 
criteria  are  primarily  applicable  to  our  major  recommendations 
for  increased  lateral  mobility  and  for  new  promotive  jobs  or 
pathways.  For  certain  isolated  recommendations,  we  applied 
only  some  of  the  criteria,  as  the  case  required. 

Our  recommendations  are  based  upon  meeting  the  following 
criteria : 

Maintain  or  improve  the  current  level  of  organiza- 
tional and  operational  effectiveness. 

Recognize  an  organizational  or  operational  need  for: 

Consolidating  jobs  or  job  functions; 

Eliminating  outdated  jobs; 

Creating  a new  supervisory  job; 

Creating  a job  requiring  a higher  level  of 
skill  and  competence. 

Ensure  that  the  job  specification  accurately  accounts 
for  the  duties  actually  performed.  The  job  performed 
must  correspond  to  the  job  specification  so  that: 

The  supervisor  who  seeks  an  individual 
for  a promotive  opening  has  some  assurance 
that  a candidate  from  the  next  lower  class 
has  performed  the  duties  specified  for 
that  class,  and  is  thus  qualified  for  the 
promotive  opening. 

. The  individual  in  an  entry  or  promotive 

job  has  acquired  experience,  knowledge,  and 
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skills  which  enable  him  to  qualify  for 
the  next  higher  promotive  job,  or  for  a 
lateral  move. 

Recognize  variations  in  the  duties  of  a given  job 
from  location  to  location. 

Provide  the  individual  employee  with  more  career 
alternatives . 

Provide  the  basis  for  rewarding  the  individual 
employee ' s : 

Performance  in  his  job; 

Increased  competence  in  his  job  discipline; 

Demonstrated  or  potential  supervisory 
ability . 

Provide,  so  far  as  possible,  that  promotive  and 
lateral  opportunities  do  not  require  significant 
outside  vocational  training  or  additional  formal 
education . 

Ensure  that  knowledge,  skills,  and  interest,  when 
combined  with  training,  will  enable  the  individual 
to  effectively  perform  the  next  higher  promotive 
job,  or  the  job  to  which  he  may  laterally  move. 
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c. 


PRIMARY  RECOMMENDATIONS  FOR  IMPROVING  MOBILITY 


This  section  contains  our  primary  recommendations  for 
expanding  promotive  and  lateral  mobility.  The  primary 
recommendations  are  organized  as  follows: 

Human  Services  Job  Family 
Lateral  Mobility  Structure 
Laundry  Department. 


1.  Human  Services  Job  Family 

The  Human  Services  job  family  comprises  the 
following  current  job  classifications: 

Community  Health  Aide 
Community  Health  Worker  I 
Community  Health  Worker  II 
- Rehabilitation  Program  Worker  I 
Rehabilitation  Program  Worker  II 
Rehabilitation  Program  Worker  III 
Psychiatric  Orderly 

We  have  pointed  out  that  these  classifications 
do  not  effectively  fit  operating  work  needs, 
particularly  in  the  mental  health  organizations . 

There  are  several  extreme  disparities  between  the 
job  performed  and  the  job  specification.  There  are 
incumbents  in  the  same  job  classification  performing 
as  many  as  six  different  jobs  (Rehabilitation  Program 
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Worker  I - Methadone  Program) . There  are  also 
cases  where  quite  different  levels  of  the  same 
group  of  activities  are  performed  by  different 
incumbents  in  one  job  classification  (Psychiatric 
Orderly).  Finally,  promotive  lines  in  the  Human 
Services  job  family  are  either  very  limited  or 
quite  fragmented. 

In  analyzing  the  existing  situation,  we  listed 
all  the  primary  functions  performed  within  these 
classifications.  We  also  identified  the  various 
types  of  patients  served.  We  then  related  both 
the  primary  job  functions  and  the  types  of  patients 
served  to  the  respective  district  health  centers 
and  mental  health  organizations.  Using  this 
analytical  method  (rather  than  analyzing  by  job 
classification),  and  applying  the  criteria  we 
established  for  developing  recommendations,  we 
eliminated  seven  existing  classifications  and 
developed  six  new  classifications  with  expanded 
promotive  opportunities.  To  test  the  recommendations 
for  new  classes,  we  fitted  the  jobs  we  analyzed,  as 
they  are  currently  performed,  into  the  new  structure. 

In  the  following  paragraphs,  we  describe  the 
new  classifications,  define  the  new  promotive  line, 
and  document  the  primary  job  functions  to  be  per- 
formed within  each  new  classification. 


Summary  of  Human  Service  Recommendations 

Our  recommendations  involve  the  elimination 
and  retention  of  job  classifications  as  follows: 
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Eliminate : 


Community  Health  Aide 
Community  Health  Worker  I 
Community  Health  Worker  II 
Rehabilitation  Program  Worker  I 
Rehabilitation  Program  Worker  II 
Rehabilitation  Program  Worker  III 
Psychiatric  Orderly 

Create : 

Health  Worker  I 
Health  Worker  II 
Health  Worker  III 
Health  Worker  IV 
- Psychiatric  Technician 

Drug  Worker  (Urine  Collector) 


This  new  Health  Worker  series  is  designed  to 
apply  to  both  the  district  health  centers  and  the 
mental  health  organizations.  The  series  also  applies 
to  the  broad  variety  of  patients  served.  The 
general  distinctions  among  the  four  levels  in  the 
class  are  shown  on  the  following  page. 
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Health 

Worker 

I 

- 

Entry  level 

- 

Requires  general  orientation 
and  limited  technical  training 

- 

Works  in  community  and/or  at 
central  location 

- 

Performs  no  counselling 

- 

Performs  no  supervision 

- 

Promotive  to  Health  Worker  II 

Health 

Worker 

II 

_ 

Requires  some  technical  train- 

ing 

- 

Works  in  community  and/or  at 
central  location 

- 

Performs  some  social  counselling 
under  supervision 

- 

Performs  no  therapy 

- 

May  perform  limited  supervision 

- 

Promotive  to  Health  Worker  III 

Health 

Worker 

III 

_ 

Requires  technical  training 

- 

Works  in  community  and/or  at 
central  location 

- 

Performs  social  counselling 

- 

Performs  therapy  under  supervision 

- 

May  perform  supervision 

- 

Promotive  to  Health  Worker  IV 

Health 

Worker 

IV 

_ 

Requires  technical  training 

- 

Works  both  in  community  and/or 
central  location 

- 

Performs  therapy  under  supervision 

- 

May  perform  supervision 

The  recommended  promotive  line  goes  from  Health 
Worker  I to  Health  Worker  IV.  Promotion  through  the 
Health  Worker  series  is  designed  to  accommodate  the 
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organizat ional/operat ional  need  for,  and  individual 
capability  to  assume: 

A non-supervisory  job  requiring  greater 
competence  than  the  next  lower  class.  This 
would  include  performing  more  therapy  than 
social  counselling,  or  performing  the  same 
activity  as  the  lower  class  but  for  more 
severe  patient  cases. 

A supervisory  job,  usually  over  employees 
in  the  next  lower  class  or  classes. 


Note:  Depending  upon  organization  needs,  a 

Health  Worker  IV  may  perform  no  supervisory  tasks,  or 
may  perform  primarily  supervisory  tasks. 

The  two  new  positions  outside  the  Health  Worker 
series  are  distinguished  as  follows: 


Psychiatric  Technician  - Designed  to  conform  to  state 
legal  requirements  governing 
the  duties  performed  within 
this  classification 

Probably  comparable  to 
Health  Worker  III  in  job 
complexity  and  responsibility 

Could  be  promotive  to  Health 
Worker  IV 


Drug  Worker,  Methadone 
Program 


Entry  level 

Urine  collection  and  process- 
ing 

Established  as  an  independent 
class  because: 
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Drug  Worker,  Methadone 
Program  (Continued) 


. specialist  job 

. not  exposed  to  the  breadth 
of  activities  and  patients 
as  is  Health  Worker  I 

. there  are  a significant 
number  of  incumbents 

Could  move  laterally  to  Health 

Worker  I 


Primary  Duties  of  New  Classifications 


For  each  newly  created  Human  Services  job  classi- 
fication, we  have  suggested  the  primary  job  functions 
as  shown  below.  In  a given  job  in  a given  location, 
the  incumbent  may  perform  all  or  only  some  combination 
of  the  primary  job  functions.  A given  job  function  will 
most  often  require  different  levels  of  competence,  and 
be  of  different  complexity  and  responsibility  according 
to  the  job  classification  (I,  II,  III,  IV)  to  which  it 
is  assigned. 


Health  Worker  I 


Provide  general  advice  to 
patients  regarding  health 
services  available 

Assist  patients  in  regis- 
tering for  health  services 

Serve  as  a language  inter- 
preter 

Accompany  patient  to  health 
care  facilities 

Follow-up  to  see  that 
patients  follow  instructions 
specified  by  medical  per- 
sonnel 

Assist  in  guiding  and  pro- 
cessing patients  through 
clinics  or  hospital  facilities 

Set  up,  clean  up  clinics;  main- 
tain clinic  supplies 
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Health  Worker 
(Continued) 


Health  Worker 


I - Refer  patients  who  need  wel- 

fare, vocational,  and  related 
assistance  to  appropriate 
sources 

Assist  in  publicizing  health 
care  services  to  the  community 

Maintain  general  records 
Act  as  patient  advocate 


II 


Provide  general  advice  to 
patients  regarding  health  ser- 
vices available 

Identify  general  health  needs 
of  patients,  and  make  referrals 
to  appropriate  professional  per- 
sonnel 

Gather  information  on  patient’s 
background 

Assist  patients  in  registration 
and  clinic  processing 

Ensure  that  clinics  are  pro- 
perly maintained 

Provide  general  health  advice 
related  to  diet,  exercise,  etc. 

Provide  supportive  social 
counselling 

Conduct  craft,  recreation,  and 
other  activity  groups 

Assist  patient,  or  make 
appropriate  referrals  regarding 
welfare,  employment,  housing, 
financing,  and  related  matters 

Serve  as  language  interpreter 

Publicize  health  care  services 
to  the  community 

Maintain  records 

Supervise  others,  primarily  in 
the  next  lower  class 

Participate,  primarily  as  an 
observer,  in  diagnosis  and 
treatment  planning  sessions 

Act  as  patient  advocate 
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Health  Worker  III 

Perform  broad  social  counsel- 
ling activities 

Assist  in  conducting  therapy 
sessions 

Identify  general  patient 
condition  and  progress 

- Interview  and  screen  patients 

Conduct  craft,  recreation,  and 
other  activity  groups 

Provide  direct  or  referral 
assistance  related  to  welfare, 
employment,  housing,  and 
f inancing 

Maintain  specific  records, 
including  patient  charts 

Perform  crisis  intervention 
activities 

Provide  bedside  care 

Assist  in  assessing  specific 
patient  condition  and  in 
treatment  planning 

Supervise  others,  primarily  in 
the  lower  Health  Worker  classes 

Health  Worker  IV 

- Provide  broad  social  counselling 

activities 

Assist  in  conducting  or  conduct 
therapy  sessions 

Identify  general  patient 
condition  and  progress 

Interview  and  screen  patients 

Perform  crisis  intervention 
activities 

Assist  in  assessing  specific 
patient  condition  and  in 
treatment  planning 

Supervise  others,  primarily  in 
the  lower  Health  Worker  classes 

Supervise  a specific  program  or 
program  component 
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Psychiatric 

Technician  - 

Perform  basically  the  same  job 
functions  as  Health  Worker  III 
in  situations  where  the 
Psychiatric  Technician  license 
is  required.  Psychiatric 
Technician  will  often  require  no 
supervisory  responsibility. 

Drug  Worker, 

Methadone  - 

Collect,  label,  and  process 

Program 

urine 

Observe  patient,  and  attempt  to 
learn  patient  background  and 
current  situation 

" 

Inform  appropriate  professional 
personnel  about  patient’s 
current  situation 

- 

Perform  other  routine  duties 
related  to  patient  processing 
and  Methadone  treatment 

Elimination  of  Psychiatric  Orderly 

The  State  legal  requirements  governing  the 
Psychiatric  Technician  classification  essentially  negate 
the  usefulness  of  the  Psychiatric  Orderly  classification. 
We  did  consider  use  of  the  Psychiatric  Orderly  class  as 
a training  position  preparatory  to  becoming  a Psychiatric 
Technician,  but  we  concluded  that  this  is  an  undesirable 
alternative.  The  Orderly,  Health  Worker  I,  or  Health 
Worker  II  classifications  can  provide  experience 
applicable  to  becoming  a Psychiatric  Technician,  depend- 
ing upon  the  organization  and  location  where  the 
incumbent  is  assigned.  The  most  directly  applicable 
training,  however,  is  that  gained  in  the  outside  course 
work  necessary  to  passing  the  State  licensing  examination. 

For  these  reasons,  we  recommend  that  the  Psychiatric 
Orderly  classification  be  eliminated  after  incumbents  have 
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been  given  a reasonable  opportunity  to  obtain  permanent 
Psychiatric  Technician  status.  This  could  best  be  done 
by  means  of  a Department-supported  program  of  formal 
and  on-the-job  training. 


Promotive  and  Lateral  Pathways 

We  recommend  that  promotive  and  lateral  pathways  be 
established  as  depicted  below. 


Health  Worker  IV 


Program 


While  it  may  seem  inconsistent  that  both  Health 
Worker  I and  Health  Worker  II  be  promotive  to  Psychiatric 
Technician,  it  is  not.  The  major  determinant  for  pro- 
motion is  successful  completion  of  the  course  work 
enabling  an  individual  to  pass  the  State  licensing 
examination.  Although  a Health  Worker  II  will  likely  be 
more  experienced  than  a Health  Worker  I,  either  has  the 
opportunity  to  pursue  the  formal  course  work. 

2.  Lateral  Mobility  Structure 

In  the  Findings  section  of  this  report,  we  identified 
the  need  for  a procedure  which  would  allow  an  employee  to 
move  laterally  from  one  job  classification  to  another. 

Such  a procedure  would  be  an  effective  tool  for  greatly 
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augmenting  job  progression.  For  many  jobs,  a lateral 
move  is  the  only  way  an  individual  can  gain  meaningful 
promotive  opportunities.  Lateral  mobility  is  also 
necessary  to  accommodate  individual  preference  and 
aptitude.  If  such  a mechanism  were  adopted,  it  should 
be  conducted  so  as  to  provide  for  the  highest  possible 
degree  of  employee  mobility,  commensurate  with  efficient 
operating  procedures.  In  addition,  it  should  not  re- 
quire extensive  or  detailed  record  keeping. 

We  have  considered  several  alternative  approaches 
for  developing  a lateral  reclassification  procedure.  Of 
those  seriously  considered,  the  following  two  alternatives 
appear  most  workable,  with  one  clearly  superior. 


a.  Entry  Generalist  Classification 

This  alternative  would  result  in  the 
creation  of  a generalist  classification 
at  the  entry  level.  The  concept  of  an 
entry  generalist  classification  would  not 
be  new  to  the  Department  of  Public  Health. 
Classifications  which  covered  a broad  range 
of  duties  were  in  existence  prior  to  the 
implementation  of  the  recommendations  con- 
tained in  the  Jacob’s  Study.  Also,  as  we 
have  discussed,  positions  which  are 
essentially  generalist  in  nature  presently 
exist  (e.g.,  Kitchen  Helper),  and  are 
being  effectively  utilized. 

A series  of  new  entry  generalist 
classifications  could  be  created  by  com- 
bining existing  entry  jobs  into  a group  of 
generalist  classifications.  Once  established, 
each  new  generalist  classification  could  be 
assigned  a single  salary  grade,  would 
utilize  a common  entrance  examination,  and 
would  have  common  minimum  qualification  re- 
quirements . 
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One  example  of  an  entry  and  generalist 
classification  might  be  that  of  "Hospital 
Services  Worker."  Many  possible  combinations 
of  classifications  could  be  considered 
depending  upon  the  identification  of  one  or 
more  common  characteristics.  Such  a classi- 
fication might  use  a common  characteristic 
like  "the  ability  to  perform  simple  physical 
labor,"  and  might  consolidate  the  present 
classifications  of: 

Porter 

Laundry  Utility  Worker 

Kitchen  Helper 

Another  common  characteristic  might  be 
defined  as  "the  desire  to  assist  sick  persons." 

Such  a generalist  classification  might  include 
the  following  present  classifications: 

Orderly 

Surgery  Aide 

Occupational  Therapy  Aide 

X-Ray  Laboratory  Aide 

Physical  Therapy  Aide 

The  development  of  several  entry  generalist 
classifications  could  provide  the  opportunity 
for  greater  latitude  in  assigning,  scheduling, 
and  training  employees.  It  could  also  provide  an 
employee  with  the  opportunity  to  become  familiar 
with  more  than  one  area  of  the  department.  The 
existence  of  entry  generalist  classifications  might 
increase  the  number  of  promotional  pathways  avail- 
able to  each  individual. 

In  spite  of  these  advantages,  the  application 
of  entry  generalist  classifications  can  be 
self-defeating.  A large  generalist  classification 
can  lead  to  a perception  by  an  individual 
employee  that  he  is  being  submerged  within  the 
system,  or  that  his  work  has  little  meaning  or 
value.  The  creation  of  a generalist  classification 
would  not  eliminate  the  operational  need  for  the 
performance  of  distinctive  tasks.  In  essence, 
different  jobs  would  still  exist  within  the 
generalist  classification,  even  though  they  were 
classified  as  a single  job.  An  individual  could 
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be  assigned  to  a job  within  the  generalist 
classification,  and  not  acquire  the  skills 
or  experience  necessary  to  qualify  for  the 
next  promotive  job  in  the  line. 

Effective  use  of  the  generalist  class 
would  require  the  development  and  maintenance 
of  a comprehensive  skills  inventory  for  each 
incumbent.  Based  upon  the  skills  which  an 
individual  acquired  in  his  past  assignments, 
he  would  have  to  be  systematically  rotated 
into  other  jobs  which  provided  him  the  oppor- 
tunity to  acquire  additional,  needed  skills. 

Such  a procedure  would  require  a continuing 
administrative  effort  of  considerable  magnitude. 
Further,  the  required  rotation  of  individuals 
through  jobs  within  the  generalist  classifica- 
tion could  violate  individual  preference  in  job 
selection . 

We  believe  that  the  disadvantages  of  an 
entry  generalist  classification  far  outweigh 
the  benefits.  We  do  not  recommend  the  adoption 
of  this  alternative. 


b.  Lateral  Reclassification 


This  alternative  retains  present  job 
classifications  but  entails  the  creation 
of  a series  of  common  entry  examinations  and 
the  use  of  multiple  eligibility  lists.  Using 
this  alternative  would  require  special  analyses 
of  related  groups  of  entry  level  jobs  to 
ascertain  their  common  elements.  One  examina- 
tion applicable  to  each  group  of  comparable 
jobs  would  be  constructed,  and  used  to  qualify 
an  individual  for  all  of  the  jobs  in  that 
particular  group,  rather  than  for  a single 
job.  In  conjunction  with  effective  on-the-job 
training,  this  procedure  would  significantly 
augment  career  progression  without  reducing 
operating  effectiveness  or  encroaching  upon 
the  inherent  objectivity  of  the  Civil  Service 
system . 

Jobs  would  be  categorized  into  groups 
based  upon  comparable  job  requirements.  For 
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each  group  of  jobs,  a common  entry 
examination  would  be  developed.  The 
examination  would  be  conducted  in  the 
same  manner  as  present  examinations. 

Satisfactory  completion  of  the 
common  entry  examination  would  result  in 
the  individual’s  name  being  placed  on 
the  eligibility  lists  for  all  jobs  in  that 
group.  Once  the  individual’s  name  reached 
the  top  of  the  eligibility  list,  he  would 
be  notified  of  the  first  opening  which 
existed  in  any  of  the  classifications  to 
which  the  examination  applied.  If  he 
desired,  he  could  take  that  position. 

If  the  eligible  individual  chose  not 
to  accept  the  position  which  was  available, 
his  name  would  be  removed  from  the 
eligibility  list  for  that  classification. 
However,  it  would  remain  on  the  other 
eligibility  lists  to  which  the  examination 
applied.  When  the  individual  accepted  a 
position,  his  name  would  be  removed  from 
all  of  the  other  eligibility  lists.  His 
qualification  for  eligibility  would  become 
part  of  his  permanent  personnel  history 
file . 


Upon  reporting  to  work,  the  individual 
would  begin  a program  (formal  or  informal) 
of  on-the-job  training  focused  upon  the 
requirements  of  his  position.  After  six 
months,  the  employee  could  file  a formal 
request  for  a lateral  reclassification  to 
one  or  more  of  the  entry  level  classifica- 
tions in  the  group  of  classifications  for 
which  he  had  previously  established 
eligibility.  His  name  would  be  placed 
on  the  eligibility  list  for  the  job  or  jobs 
which  he  requested.  The  placement  of  the 
individual's  name  on  the  list  would  be 
based  on  the  date  of  his  original  examina- 
tion. He  would  be  ahead  of  those  who  took 
the  examination  at  a later  date;  behind 
those  who  took  it  earlier.  In  the  case  of 
two  individuals  who  took  their  examinations 
at  the  same  time,  they  would  revert  to  their 
previous  ranking  based  upon  their  performance 
on  that  examination. 
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When  the  individual’s  name  reached  the 
top  of  the  eligibility  list  for  the  requested 
job,  he  would  then  be  able  to  make  a lateral 
move  to  the  new  position. 

Before  instituting  this  procedure,  it 
would  be  necessary  to: 

Establish  common  entrance  examinations 
for  those  classifications  entailing 
similar  characteristics,  education,  and 
general  ability  level  requirements. 

Revise  the  entry  qualification  require- 
ments to  eliminate  the  need  for  all 
prior  experience. 

Without  this  step,  it  would 
be  unlikely  that  an  individual 
would  meet  the  entry  require- 
ments of  more  than  a few 
classifications  covered  by  the 
common  examination.  This  would 
defeat  the  purpose  of  the 
lateral  reclassification 
mechanism. 

Establish  a common  salary  grade  for  all 
of  the  classifications  covered  by  the 
common  examinations. 

Establishing  a common  salary 
grade  is  not  an  absolute 
necessity.  Without  a common 
salary  grade,  however,  there 
could  be  numerous  administrative 
difficulties,  and  the  heavy 
choice  of  the  more  highly  paid 
class if ic at ions . 

The  common  requirements  and 
examinations  provide  justifi- 
cation for  a single  salary 
grade.  If  the  elimination  of 
experience  requirements  and  the 
use  of  a common  examination  are 
truly  valid  for  the  jobs  selected, 
it  logically  follows  that  those 
entry  jobs  should  be  assigned 
to  a common  salary  grade.  This 
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would  provide  an  equitable 
salary  situation  for  jobs 
which  are  of  comparable 
complexity  and  responsibility. 

It  would  also  simplify  salary 
budgeting  and  administration. 

Each  job  proposed  for  common 
treatment  should,  of  course, 
be  scrutinized  for  justifiable 
pay  differences  based  upon 
working  conditions,  exposure 
to  hazards,  and  related  factors. 

In  our  analysis,  we  identified  two  possible 
groups  of  classifications  to  which  this  procedure 
might  be  applied.  They  are: 

Clerical  and  technical  classifications 

These  classifications  typically  require 
four  years  of  high  school,  plus  basic  read- 
ing, writing,  and  arithmetic  skills. 

Included  in  the  group  might  be: 

Supply  Room  Attendant 

Orderly 

Clerk 

Laboratory  Helper 
Orthopedic  Technician 
Sterilizer  Operator 
Pharmacy  Helper 
Central  Supply  Room  Aide 
Inventory  Clerk 
Physical  Therapy  Aide 
Occupational  Therapy  Aide 
Health  Worker  I 

Drug  Worker,  Methadone  Program 

Manual  labor  classifications 

These  classifications  mainly  entail 
manual  labor.  Educational  requirements 
specify  the  completion  of  eight  years  of 
schooling.  This  group  might  include: 

Porter  (Janitor,  if  recommendation 
adopted) 

. Kitchen  Helper 

Laundry  Utility  Worker 
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In  this  procedure,  present  job  classi- 
fications would  retain  their  descriptive  job 
titles  even  though  they  are  grouped  for 
eligibility  purposes.  In  addition,  individuals 
presently  occupying  one  of  these  classifications 
included  in  the  common  examination  grouping 
would  be  provided  the  opportunity  to  take  the 
examination . 

This  procedure  would,  we  believe,  result 
in  several  important  benefits: 

The  opportunity  for  an  employee  to 
move  laterally,  after  a reasonable 
period  of  time,  from  a classifica- 
tion with  no  promotive  ladder  to  one 
with  a promotive  line. 

The  opportunity  for  an  employee  to 
move  laterally  to  a classification 
more  closely  aligned  with  his 
interests,  aptitudes,  and  career 
objectives . 

A reduction  in  the  number  of  entry 
examinations . 

The  successful  implementation  of  this  pro- 
cedure depends  upon  providing  effective 
training.  However,  the  provision  of  training 
is  a present  necessity.  This  procedure  would 
only  increase  the  benefits  of  training.  We 
believe  that  the  benefits  of  the  procedure  out- 
weigh the  costs  of  such  training.  In  most  cases, 
training  programs  would  be  brief  and  depend 
heavily  upon  on-the-job  instruction.  The 
increased  utilization  of  human  resources,  in  our 
opinion,  justifies  the  cost. 


We  wish  to  make  one  final  recommendation  regarding 
lateral  mobility.  We  understand  that  the  Civil  Service 
Commission  has  recently  implemented  a plan  whereby  an 
employee  may  take  an  examination  for  any  job  classifica- 
tion if: 

The  job  classification  to  which  the  examination 
applies  is  in  a higher  salary  grade  than  that  of 
the  employee;  and 
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The  employee  meets  the  background  and  experi- 
ence requirements  for  the  job  classification. 

We  believe  that  this  expansion  of  promotive  opportunity 
is  a desirable  move.  We  recommend  that  it  be  continued 
on  a permanent  basis. 

We  recommend  that  this  liberalization  of  procedures 
be  widened  to  include  lateral  moves,  especially  applicable 
to  non-entry  level  job  classifications.  Specifically, 
we  recommend  that  an  employee  be  allowed  to  take  an 
examination  for  any  job  classification: 

Irrespective  of  salary  grade;  and 

If  he  meets  the  background  and  experience 
requirements . 

This  would  further  expand  mobility  opportunities  in  that 
employees  generally  will  be  better  qualified  for  a 
lateral  move  into  a new  job  area  than  for  a promotive 
move  into  a new  job  area,  since  less  experience  is  re- 
quired for  the  lateral  move  than  for  the  promotive  move. 

Our  recommendation  also  would  allow  a move  into  a job 
in  a somewhat  lower  salary  grade. 

Our  primary  recommendation  for  lateral  mobility 
deals  with  entry,  or  near  entry  job  classifications.  Pro- 
viding this  additional  option  is  practically  the  only  way 
an  employee  in  a promotive  classification  can  enter  a 
new  job  area.  We  believe  this  recommendation  is 
particularly  important  as  a means  of  recognizing  individual 
aptitude  and  preference. 
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3. 


Laundry  Department 


In  the  Findings  section  of  this  report,  we  noted 
several  deficiencies  in  the  laundry  job  family  as  it 
currently  is  constituted.  We  also  identified  the  need 
for  a reduction  in  the  number  of  classifications  in 
this  family,  and  a redefinition  of  promotive  pathways. 
We  have  recommended  changes  which  would  provide  greater 
operating  flexibility  and  would  expand  employee  oppor- 
tunity for  advancement.  The  recommendations  would  also 
reduce  the  number  of  examinations  which  are  presently 
required . 

On  the  following  pages,  we  present  our  recommenda- 
tions for  revising  the  laundry  job  family,  and  provide 
suggestions  for  their  implementation. 

Recommended  Laundry  Job  Family 


Based  upon  our  analysis  of  the  laundry  job  family, 
we  recommend  elimination  of  several  classifications. 

The  existence  of  these  classifications  severely  restricts 
lateral  mobility  within  the  laundry  operations.  The 
existence  of  these  specialized  classifications  and  the 
absence  of  lateral  mobility  procedures  result  in  limiting 
the  types  of  skills  which  an  incumbent  is  able  to  acquire 
on  the  job.  An  individual  in  one  classification  is  pro- 
vided with  little  opportunity  to  gain  experience  in 
another  related  classification,  even  though  the  require- 
ments for  and  duties  of  both  classifications  are  similar. 

Once  these  classifications  have  been  eliminated,  a 
newly  created  generalist  class  will  provide  improved 
career  pathways  and  greater  operating  flexibility. 
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We  recommend  the  following  revisions  to  the 
laundry  job  family. 

Existing  Laundry  Job  Fami ly 

The  existing  laundry  job  family  consists  of 
the  following  classifications: 

Laundry  Superintendent 
Senior  Washer 
Washer 

Laundry  Machine  Operator 
Head  Seamstress 
Seamstress 

Senior  Presser  Operator 
Presser  Operator 
Senior  Laundry  Utility  Worker 
Laundry  Utility  Worker 
Laundry  Marker  and  Distributor 

Existing  Promotive  Pathways 


Currently,  there  is  only  one  significant  pro- 
motive line  in  the  Laundry  Department: 

Laundry  Superintendent 

t 

Senior  Washer 

f 

Washer 

t 

Laundry  Machine  Operator 

t 

Senior  Laundry  Utility  Worker 

t 

Laundry  Utility  Worker 
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The  remaining  job  classifications  in  the  Laundry 
Department  either  promote  only  one  step,  or  have  no 
promotive  opportunity: 


Senior  Presser  Head 

Operator  Seamstress 

A A 


Presser 

Operator  Seamstress 


None 

t 

Laundry 

Marker 

and 

Distributor 


None 

A 


Laundress 


Recommendat io n s _ f or  Eliminating  Classifications 


We  recommend  eliminating  the  following  classi- 
fications to  achieve  the  improvements  which  were 
discussed  above: 

Laundress 

Laundry  Machine  Operator 
Washer 

Senior  Washer 
Presser  Operator 
Senior  Presser  Operator 
Laundry  Marker  and  Distributor 


Recommended  New  Classif ications 

We  recommend  adding  the  following  classifications: 

Laundry  Supervisor  I 
Laundry  Supervisor  II 
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Recommended  Revised  Job  Family 

The  revised  job  family  which  we  have  recommended 
would  then  consist  of  the  following  classifications: 

Laundry  Superintendent 
Laundry  Supervisor  II 
Laundry  Supervisor  I 
Head  Seamstress 
Seamstress 

Senior  Laundry  Utility  Worker 
Laundry  Utility  Worker 

This  revised  job  family  would  accommodate  the  need 
for  additional  supervisory  classifications,  would  provide 
greater  operating  flexibility,  and  would  significantly 
improve  promotive  opportunities. 

Revised  Promotive  Pathways 

The  revised  laundry  job  family  would  provide  the 
following  promotive  pathways: 

Laundry  Superintendent 
Laundry  Supervisor  II 
Laundry  Supervisor  I 

t 

Senior  Laundry  Utility  Worker 

f 

Laundry  Utility  Worker 


Head  Seamstress 

t 

Seamstress 
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Adoption  of  these  recommendations  would  reduce 
to  two  the  number  of  entry  level  jobs  in  the  Laundry 
Department.  Consequently,  it  would  significantly 
increase  an  employee’s  opportunity  for  promotion. 


Recommendations  for  Reclassification 


We  suggest  that  the  employees  in  the  eliminated 
classifications  might  be  slotted  into  the  new  family 
in  the  following  manner: 


” 

Laundress 

Laundry  Utility 
Worker 

' 

Laundry  Marker 
and  Distributor  - 
two  employees 

Laundry  Utility 
Worker 

- 

Laundry  Machine 
Operator 

Senior  Laundry 
Utility  Worker 

Laundry  Marker 
and  Distributor  - 
one  employee 

Senior  Laundry 
Utility  Worker 

- 

Washer 

Senior  Laundry 
Utility  Worker 

- 

Senior  Washer 

Laundry  Supervisor  II 

- 

Presser  Operator 

Laundry  Utility  Worker 

- 

Senior  Presser 
Operator 

Senior  Laundry 
Utility  Worker 

- 

Senior  Laundry 
Utility  Worker 

Laundry  Supervisor  I 
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Suggested  Salary  Grade  Guidelines 


Although  we  cannot  presume  to  recommend  the 
appropriate  salary  grades  prior  to  completion  of  the 
formal  job  evaluation  process  by  the  Civil  Service 
Commission,  we  would  suggest  the  following  guidelines 

Laundry  Utility  Worker  to  approximate 
grade  (20.5)  of  current  Laundress. 

Senior  Laundry  Utility  Worker  to  approxi- 
mate grade  (21.5)  of  current  Washer. 

Seamstress  to  approximate  grade  (21.5) 
of  current  Washer. 

Head  Seamstress  to  approximate  existing 
grade  (24 . 5) . 

Laundry  Supervisor  I to  approximate  grade 

(23.0)  of  Porter  Sub-Foreman. 

Laundry  Supervisor  II  to  approximate  grade 

(25.0)  of  current  Senior  Washer. 

Primary  Duties  of  Recommended  Laundry  Job  Family 

For  each  classification  in  the  recommended  job 
family,  we  have  suggested  the  primary  job  functions, 
as  follows: 

Laundry  Utility  Worker 

This  classification  would  become  the 
basic  generalist  classification  for  the 
Laundry  Department.  It  would  include  all 
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functions  currently  being  performed  by 
the : 


Laundry  Utility  Worker 
Laundress 

Laundry  Marker  and  Distributor 

Typical  job  duties  of  the  revised 
Laundry  Utility  Worker  classification  would 
include : 

Sort  and  bag  soiled  laundry. 

Sort,  shake,  and  lay  out  clean 
laundry . 

Feed  clean  laundry  through  flatwork 
machine . 

Fold,  count,  and  stack  clean  laundry. 

Fold  and  count  clean  rough  dry  linen. 

Deliver  clean  linen  to  wards. 

Operate  pressing  machine. 

Sort  and  fold  gowns  and  coats  for 
distribution . 

Check  in  and  mark  staff  laundry  in 
Laundry  Marking  and  Distribution  area. 

Count,  distribute,  check  out,  wrap 
bundles,  and  store  finished  laundry. 


Senior  Laundry  Utility  Worker 

This  classification  would  become  the 
first  level  promotive  classification  throughout 
most  of  the  Laundry  Department.  It  would  be 
available  for  use  as  a working  supervisor 
classification  in  areas  such  as  the  Press  Room, 
or  would  be  utilized  to  reflect  a higher  level 
of  technical  ability  in  areas  such  as  the 
Wash  Room.  Typical  duties  for  the  Senior 
Laundry  Utility  Worker  would  be  as  follows: 
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Operate  presser  machines  and  super- 
vise a group  of  Laundry  Utility 
Workers  assigned  to  the  Press  Room 
operations . 

Load  and  unload  commercial  type  washing 
machines . 

Prepare  and  add  washing  solutions  as 
prescribed  for  the  type  of  load  being 
washed . 

Request  service  and  repairs  for 
machines  as  needed. 


Laundry  Supervisor  I 


This  classification  would  be  established 
to  provide  a supervisory  classification  in 
areas  with  a large  number  of  employees  perform- 
ing basic  generalist  level  work.  Typical  duties 
would  be  supervisory  in  nature,  such  as: 

Supervise,  schedule,  and  inspect 
the  work  of  a large  group  of 
Laundry  Utility  Workers  in  linen 
sorting  and  flatwork  machine  areas. 

Maintain  production  records  and 
prepare  daily  output  reports. 

Assure  operating  readiness  of  flat- 
work  machine  on  daily  basis. 

Instruct  new  personnel  in  methods 
and  procedures . 


Laundry  Supervisor II 

This  classification  would  be  established 
to  provide  for  a supervisory  classification 
in  areas  containing  both  general  utility  and 
specialized  jobs  such  as  in  the  Wash  Room. 

It  would  also  be  the  classification  established 
as  promotive  to  Laundry  Superintendent. 

Typical  duties  would  be  supervisory  in  nature, 
such  as: 
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Supervise,  schedule,  and  inspect 
the  work  of  Senior  Laundry  Utility 
Workers  in  the  Wash  Room. 

Supervise,  schedule,  and  inspect 
the  work  of  Laundry  Utility  Workers 
in  the  soiled  linen  sorting  areas. 

Maintain  production  records  and  pre- 
pare daily  output  reports. 

Instruct  new  personnel  in  methods  and 
procedures . 

Ensure  proper  operation  of  washing 
machines  by  providing  for  regular 
maintenance  and  repair. 

Direct  the  activities  of  the  Laundry 
in  the  Superintendent’s  absence. 


Head  Seamstress  - Seams tres s 

The  current  duties  of  these  classifica- 
tions would  remain  unchanged. 
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D. 


OTHER  JOB  CLASSIFICATION  RECOMMENDATIONS 


1.  Create  Kitchen  Worker  - A Consolidation  of  Kitchen 
Helper,  Cafeteria  Helper,  and  Vegetable  Man 

We  noted  in  our  findings  that  these  three  classi- 
fications are  not  significantly  different  in  entrance 
requirements,  complexity  of  duties,  or  nature  of 
duties.  We  recommend  that  they  be  consolidated  into 
one  classification,  Kitchen  Worker.  This  will  eliminate 
unnecessary  distinctions,  and  will  reduce  the  number  of 
examinations  required.  Further,  it  will  allow  the 
individual  incumbent  the  opportunity  to  perform  a 
greater  variety  of  tasks  within  his  job  classification, 
and  will  provide  the  supervisor  with  additional 
flexibility  to  assign  people  in  that  class  to  specific 
tasks . 

We  recommend  that  this  new  class  be  promotive 

to : 


Cook's  Assistant 
Supply  Room  Attendant 
Special  Diet  Aide 

These  promotive  steps  allow  movement  up  the 
kitchen  job  family  promotive  line,  and  up  the  store- 
keeping promotive  line.  The  move  to  Special  Diet  Aide 
would  be  based  upon  an  individual’s  preference  for  the 
content  of  that  particular  job.  We  also  recommend 
that  Special  Diet  Aide  be  promotive  to  Cook’s  Assistant. 
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2. 


Upgrade  Porter  to  Janitor 


We  recommend  that  the  Porter  classification  be 
upgraded  to  Janitor.  We  can  find  no  material  dis- 
tinction in  the  content  of  these  two  jobs.  We  have 
pointed  out  the  somewhat  unique  requirements  for  the 
hospital  Porter  — use  of  asceptic  techniques;  behavior 
sensitive  to  patient  needs.  We  have  also  noted  that 
the  Porters  in  the  district  health  centers  and  the 
mental  health  organizations  receive  no  technical 
direction  and  must  perform  broad  housekeeping  and 
handyman  duties  with  little  supervision.  These  fac- 
tors, plus  career  mobility  considerations,  support 
the  recommendations  we  have  made. 

Reclassification  of  the  Porter  to  Janitor 
would  not  change  the  present  opportunity  that  exists 
for  promotion  to  supervisory  levels.  In  addition, 
we  have  recommended  lateral  mobility  opportunities 
for  this  class  which  are  discussed  elsewhere  in  this 
section . 


3.  Update  Orderly  Job  Specification 

We  have  pointed  out  that  the  Orderly  at 
San  Francisco  General  Hospital  performs  patient  care 
duties  beyond  those  stated  in  the  job  specification, 
and  in  many  cases  performs  functions  very  nearly 
the  same  as  those  performed  by  the  Licensed  Vocational 
Nurse.  We  recommend  that  the  Orderly  job  specifica- 
tion be  updated  to  accurately  reflect  the  duties  and 
responsibilities  of  the  job. 
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We  recommend  that  job  evaluation  procedures 
be  applied  to  the  Orderly  classification  as  it  is 
performed  at  both  San  Francisco  General  Hospital  and 
Laguna  Honda  Hospital.  The  application  of  such  pro- 
cedures should  determine: 

The  relative  complexity,  responsibility, 
and  consequence  of  error  in  the  job  at 
each  location. 

Whether  any  salary  grade  modification  for 
the  classification  is  justified  in  either 
location . 

We  recommend  that  the  current  promotive  oppor- 
tunities for  the  classification  be  retained. 


4 . Create  New  Positions  in  Specific  Departments 

In  a few  isolated  cases,  our  recommendations 
are  to  create  new  positions.  These  positions  are 
designed  to  improve  operating  effectiveness,  and  to 
provide  at  least  one  new  promotive  step.  These  new 
positions  are  discussed  below. 


a . Vegetable  Room  Supervisor  - Kitchen  - 

San  Francisco  General  Hospital 

We  recommend  creating  a Vegetable  Room 
Supervisor.  This  change  simply  provides 
formal  recognition  for  the  situation  in  which 
a Vegetable  Man  is  currently  supervising 
others  in  the  same  class.  In  addition  to 
the  "working”  content  of  this  job,  it  should 
include  responsibility  for: 
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Ordering  produce  according  to 
menu  plans; 

Ensuring  that  vegetables  are 
prepared  according  to  meal 
schedules ; 

Assigning,  scheduling,  and 
directing  work  activities;  and 

Controlling  the  quality  of  work 
activities . 


b.  Cafeteria  Supervisor  - Kitchen  - 
San  Francisco  General  Hospital 


We  recommend  creating  the  position 
of  Cafeteria  Supervisor.  This  action 
would  create  a supervisory  position  for  the 
Cafeteria  Helper  who  is  currently  super- 
vising others  in  the  same  class.  In  addition 
to  the  ’’working"  role  inherent  in  this  job, 
the  job  should  include  responsibility  for: 

Ensuring  that  adequate  utensils 
and  supplies  are  on  hand; 

Setting  up  and  cleaning  up  the 
dining  rooms  according  to  meal 
schedules ; 

Assigning,  scheduling,  and  direct- 
ing work  activities;  and 

Controlling  the  quality  of  work 
activities . 


c . Central  Supply  Room  - Supervisor  - 
San  Francisco  General  Hospital 


This  recommendation  entails  estab- 
lishing a supervisory  position  in  the  Central 
Supply  Room.  The  job  would  entail  responsi- 
bility for  directing  the  production  activities 
in  the  department.  Activities  to  be  included 
under  the  supervision  of  this  job  would  be: 
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Sorting,  packaging,  and  arranging 
supplies ; 

Autoclave  operations;  and 

Transporting  supplies  to  and  from 
wards . 


Technical  guidance  would  continue  to 
be  provided  by  the  Head  Nurse.  The  new 
supervisory  position  would  be  responsible 
for  such  production  activities  as: 

Scheduling  work  flow; 

Ensuring  that  supplies  and  instru- 
ments have  been  properly  sterilized; 

Ensuring  that  supplies  and  instru- 
ments are  packaged  properly,  and  that 
special  trays  contain  the  appropriate 
items ; 

Ensuring  that  supplies  are  prepared 
in  sufficient  quantities  to  meet 
ward  needs; 

Ensuring  that  ward  deliveries  are 
properly  filled  and  delivered  in  a 
timely  manner; 

Directing  the  coordination  of  pro- 
duction activities;  and 

Assigning,  scheduling,  and  directing 
work  activities. 

This  position  would  be  promotable  from 
Central  Supply  Room  Aide  and  from  Sterilizer 
Operator . 


d • Messenger  Center  Recommendati ons 

In  the  Findings  section,  we  noted  the 
existence  of  scheduling  and  control  problems 
in  the  Messenger  Center  at  San  Francisco 
General  Hospital.  It  appears  that  this  problem 
is  partially  the  result  of  inappropriate  job 
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classifications.  As  an  example,  only  the 
Orderly  is  currently  allowed  to  move  patients. 
This  severely  restricts  flexibility  in  schedul- 
ing patient  movement . 

The  Messenger  Center  performs  three 
basic  functions:  the  transport  of  people;  the 
transport  of  equipment,  materials,  and  related 
objects;  and  the  sorting  and  distribution  of 
mail.  We  recommend  that  all  of  these  activities 
be  combined  into  the  single  job  classification 
of  "Messenger”.  This  classification  would 
include  those  individuals  in  the  Messenger 
Center  who  are  currently  classified  as: 

Orderly 

Messenger 

Clerk. 

In  addition,  we  recommend  establishing 
the  job  classification  of  Dispatcher.  This 
classification  would  be  responsible  for: 

Assigning  and  scheduling  work 
activities . 

Ensuring  that  requests  for  messenger 
assistance  are  responded  to  in  a 
timely  manner. 

- Controlling  the  quality  of  work 
activities  performed. 

The  Dispatcher  would  report  to  the 
Messenger  Center  Supervisor. 

We  visualize  an  initial  requirement  for 
three  Dispatchers.  One  would  be  responsible 
for  dispatching  patient  runs;  a second  would 
dispatch  messengers  to  pick  up  and  deliver 
equipment,  materials,  etc.;  and  a third  would 
be  responsible  for  mail  sorting  and 
distribution . 

We  recommend  that  all  Messengers  be 
cross  trained  so  that  they  can  perform  each 
type  of  messenger  activity.  This  would  allow 
scheduling  emphasis  to  be  shifted  as  required 
to  maximize  service.  We  also  recommend  that 
Messenger  be  promotive  to  Dispatcher. 
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5. 


Correct  Misclassif ied  Jobs 


We  have  noted  a number  of  cases  in  which  the 
job  tasks  performed  depart  from  the  tasks  as  they 
are  stated  in  the  job  specification.  In  some  of 
these  cases,  the  incumbent  in  the  job  is  simply 
misclassif ied  in  relation  to  the  work  which  he  per- 
forms. That  is,  there  is  an  existing  classification 
which  does  encompass  the  duties  performed  in  the  job, 
but  the  incumbent  has  a job  in  a different  class. 

Wa  recommend  that  such  jobs  be  appropriately 
classified  so  that  the  formal  specification  accurately 
accounts  for  the  duties  performed.  The  jobs  in  this 
category  which  we  observed  are  identified  in 
Exhibit  II-A  on  pages  25-26  in  the  Findings  section. 
Most  of  the  human  services  jobs  in  the  exhibit  need 
not  be  considered  because  of  other  recommendations 
which  we  have  made  for  extensive  restructuring  of 
this  class. 

The  jobs  shown  in  Exhibit  II-A  are  not  intended 
to  be  an  exhaustive  list.  We  noted  them  because 
we  encountered  them  during  the  course  of  the  study. 
There  may  be  other  similar  misclassif ication  situations 
at  other  organizational  levels  and  in  departments 
which  we  did  not  analyze  in  depth.  Such  cases  should 
be  identified  and  appropriately  classified. 

6 . Correct  Inconsistencies  in  Clerical  Family 

In  Section  II,  Findings,  we  pointed  out  several 
inconsistencies  in  the  clerical  promotive  line.  We 
recommend  that  these  inconsistencies,  as  described 
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on  page  29,  be  corrected.  Because  our  opportunities 
to  verify  our  analysis  in  this  area  were  limited, 
we  suggest  that  you  verify  the  inconsistencies  referred 
to  in  the  higher  level  jobs,  such  as  Principal  Clerk 
and  Principal  Clerk  Stenographer. 
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E. 


CIVIL  SERVICE  SYSTEM  RECOMMENDATIONS 


We  have  made  three  specific  recommendations  related  to 
Civil  Service  Rules  and  procedures.  We  have  confined  these 
recommendations  to  subjects  which  are  pertinent  to  this  study. 


1 . Communicate  Rules  More  Effectively 

In  Section,  II,  Findings , we  noted  our  observa- 
tion of  wide  variances  in  knowledge  and  understanding 
of  the  Rules  and  procedures  by  the  administrative 
and  supervisory  personnel  whom  we  interviewed.  We 
have  also  described  the  widespread  negative  attitude 
toward  Civil  Service  which  stems  from  the  expressed 
difficulty  in  obtaining  accurate  information,  the 
slowness  of  action,  and  the  perceived  lack  of  support 
of  operating  people  and  lack  of  understanding  of 
operating  needs. 

It  is  safe  to  say  that  a great  deal  of  confusion 
exists  regarding  the  interpretation  and  application  of 
Civil  Service  Rules  and  procedures.  This  is  an 
extremely  damaging  condition.  Day-to-day  operations 
within  the  Public  Health  organizations  require  that 
Civil  Service  Rules  and  procedures  be  clearly  understood 
and  continuously  applied  by  administrative  and 
supervisory  personnel.  The  current  confusion  regard- 
ing the  Rules  and  procedures  has  negatively  affected 
morale  and  operating  effectiveness. 

We  understand  that  the  Civil  Service  Rules  have 
been  revised,  rewritten  in  simpler  language,  and 
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proposed  for  adoption.  We  recommend  that 
additional  steps  be  taken,  as  necessary,  to  ensure 
that : 


Administrative  and  supervisory  personnel 
fully  understand  the  Rules  and  procedures 
which  they  must  work  within,  as  well  as 
the  reasons  underlying  the  Rules  and  pro- 
cedures . 

Other  employees  fully  understand  the  Rules 
which  affect  them. 

An  employee  brochure  or  handbook  which  explained 
and  illustrated  major  Civil  Service  Rules  might  be  a 
useful  tool.  It  would  provide  at  least  a minimum 
uniform  understanding,  and  eliminate  existing  confusion 
on  even  simple  issues. 


2 . Recognize  and  Enforce  Unique  Background  Re quireme n t s 

We  have  described  situations  where  a given  job 
classification  in  a particular  location  requires  unique 
background,  experience,  or  personal  characteristics 
which  are  not  stated  in  the  minimum  requirements  section 
of  the  job  specification.  We  also  noted  that  the 
exempt  waiver  procedure  cannot  ensure  that  the  unique 
requirements  will  be  enforced. 

We  recommend  that  a unique  requirements  statement 
be  incorporated  into  applicable  job  specifications. 

The  terminology  might  be  as  follows: 
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Specific  additional  requirements  must  be 
met  to  qualify  for  openings  in  this  job 
classification  in  certain  organizations 
within  the  Department  of  Public  Health. 

These  requirements  will  be  specifically 
defined  in  such  instances,  and  they  will 
fall  into  one  or  more  of  the  following 
categories : 

Race  or  ethnic  background 

Cultural,  social,  economic  back- 
ground 

Command  of  a particular  language 
or  languages 

Personal  health  background 

Experience  with  specific  types 
of  patient  illness 

Knowledge  of  medical  terminology. 

Having  included  this  statement  in  the  job  speci- 
fication, the  specific  requirements  could  be  enforced, 
rather  than  left  to  chance.  The  specific  requirements 
within  each  category  could  be  included  in  the  examina- 
tion announcement. 

To  clarify  how  the  process  would  operate,  assume 
that  the  Methadone  Program  required  that  an  individual 
be  an  ex-heroin  addict  in  order  to  qualify  for  one 
opening  in  job  classification  A.  Assume  also  that  job 
class  A is  in  use  in  several  other  locations,  none 
of  which  require  a heroin  addiction  background  to 
qualify . 


-97- 


Suppose  that  ten  people,  two  of  them  ex-heroin 
addicts,  took  the  examination  for  job  class  A. 

The  resultant  eligibility  list  ranking  shows  one 
ex-addict  as  third  on  the  list,  the  other  as  eighth. 

The  supervisor  who  is  recruiting  for  job  A in 
the  Methadone  Program  could  by-pass  the  first  two 
eligibles  on  the  list,  since  they  do  not  meet  the 
specific  requirements  for  that  opening.  The  opening 
would  be  offered  to  the  third  person  on  the  list, 
since  he  does  meet  the  specific  requirements.  If 
he  waived  the  position,  the  next  eligible  candidate 
would  be  the  eighth  person  on  the  list. 

In  this  manner,  the  individual  would  continue 
to  be  protected  under  the  exempt  waiver  rule,  and 
the  supervisor  would  be  assured  that  the  unique 
requirement  will  be  enforced. 

The  need  for  specifying  unique  requirements  is 
most  prevalent  in  the  mental  health  organizations. 
Although  complaints  from  these  organizations  were 
widespread  regarding  the  weakness  of  the  exempt  waiver 
rule,  we  are  not  in  a position  to  speak  to  the  validity 
of  the  specific,  unique  requirements  we  identified. 


3.  Adopt  Performance  Evaluation  Procedures 

Currently,  individual  performance  is  formally 
evaluated  only  during  the  six  month  probation  period 
in  a new  job.  After  probation,  there  is  no  periodic 
systematic  performance  evaluation.  Individual  per- 
formance in  a given  job,  therefore,  is  not  known  or 
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considered  by  the  examining  board  in  assessing  a 
person’s  qualifications  for  a promotive  job. 

The  lack  of  performance  evaluation  is  not 
only  a poor  management  practice  in  general,  it  opens 
the  door  to  promotive  decisions  not  wholly  based 
upon  merit.  It  is  unfair  to  expect  the  examining 
board  to  be  capable  of  measuring  a candidate's  past 
performance  by  means  of  an  oral  and  written  examina- 
tion . 


We  believe  that  past  performance  should  be  a 
major  determinant  of  promotive  decisions.  We 
strongly  recommend  that  formal  performance  evaluation 
procedures  be  adopted  and  implemented,  and  that 
individual  past  performance  be  fully  considered  in 
assessing  qualifications  for  a promotive  move. 

If  an  individual  is  genuinely  motivated  toward 
career  advancement,  his  performance  will  show  it. 

His  performance  will  be  directed  not  only  toward  doing 
his  job  competently,  but  toward  demonstrating  that  he 
is  capable  of  performing  a more  responsible  or  complex 
job.  If  our  recommendation  is  adopted,  the  candidate 
for  a promotive  job  can  have  greater  confidence  that 
his  prospects  for  the  job  will  be  based  upon  the 
merit  he  has  established  through  performance,  rather 
than  upon  a one-time  examination  procedure. 
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F. 


TRAINING  RECOMMENDATIONS 


In  the  Findings  section,  we  noted  the  absence  of  a 
coordinated  training  and  development  activity  within  the 
Public  Health  Department.  We  identified  those  formal  pro- 
grams of  which  we  were  advised.  We  also  acknowledged  the 
existence  of  informal,  on-the-job  training  in  many  areas  of 
the  Department.  We  did  not,  however,  see  evidence  of  an 
adequately  funded  program  suited  to  the  Department's  con- 
tinuing educational  needs.  We  saw,  for  example,  no  formal 
program  of  supervisory  development  and  training.  Nor  were 
we  informed  of  any  specific  programs  developed  to  prepare 
employees  for  Public  Health  careers,  with  the  exception  of 
the  New  Careers  Program  and  the  Public  Service  Careers  Program 
sponsored  by  the  National  Institute  of  Mental  Health. 

During  our  job  analysis  activities  at  the  various  sites 
visited,  we  discussed  training  requirements  with  the  operating 
personnel  interviewed.  The  majority  of  supervisors  with 
whom  we  talked  stressed  the  need  for  increased  training  at 
subprofessional  levels.  They  regularly  pointed  out  the 
need  for  orientation  programs,  particularly  at  the  lower 
entry  level  jobs. 

We  have  previously  described  our  primary  recommendations 
for  three  career  ladder  models:  one  entailing  major  reclassi- 
fications to  reflect  changing  conditions  in  the  human 
services  area;  a second  calling  for  the  restructuring  of 
classifications  within  a specific  department;  and  a third 
providing  for  a common  examination  procedure  in  support  of  a 
lateral  mobility  structure.  We  have  also  recommended 
eliminating  prior  experience  requirements  for  several  entry 


-100- 


job  classifications.  In  all  these  recommendations,  we  are 
presupposing  the  need  for  individuals  to  acquire  additional 
knowledge  and  skills  related  to  either  promotive  or  lateral 
moves . 

In  most  cases,  the  requisite  skills  could  be  conveyed 
through  fairly  short,  highly  content-oriented,  on-the-job 
training  programs,  technical  work  procedure  demonstrations, 
and  simple  walk-throughs.  These  training  activities  would 
not  require  elaborate  preparation,  and  could  be  developed  with 
the  involvement  of  existing  supervisory  personnel. 

The  job  evaluation  process  must  be  conducted  prior  to 
implementation  of  our  recommendations.  While  carrying  out 
this  process,  it  would  be  a relatively  simple  task  to  work 
with  operating  supervisors  to  define  training  course  content. 
This  task  need  not  require  people  with  special  training 
skills.  It  could  be  carried  out  by  your  own  classification 
analysts . 

We  suggest  that  you  appoint  an  individual  within  your 
Personnel  Department  to  coordinate  this  activity.  He 
should  be  given  the  responsibility  for  identifying  the  jobs, 
defining  the  training  requirements,  and  developing  the 
appropriate  formats. 

We  recommend  that  you  make  heavy  use  of  your  supervisory 
personnel  in  both  developing  and  presenting  these  courses. 

We  believe  this  would  increase  the  validity  of  the  product 
and  provide  the  additional  benefit  of  increasing  supervisory 
commitment.  We  would  also  recommend  the  involvement  of 
senior  management  personnel  in  order  to  gain  full  managerial 
support . 

The  Department's  efforts  to  provide  meaningful  training 
will  lend  strong,  visible  credibility  to  the  expressed 
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intent  to  provide  expanded  career  opportunities.  Employee 
morale  will  likely  improve  as  employees  observe  concrete 
action  being  taken  on  their  behalf. 

After  this  initial  on-the-job  training  effort  is  in 
progress,  we  suggest  you  consider  the  development  of  more 
comprehensive  formal  training  programs.  Such  programs  should 
apply  to  jobs  with  large  numbers  of  incumbents,  and  to 
promotive  jobs  with  relatively  high  technical  content.  Formal 
supervisory  training  programs  should  also  be  provided.  We 
recognize  that  the  necessary  training  funds  are  not  generally 
available  from  the  City,  but  we  believe  it  would  be  a subject 
worthy  of  consideration,  and  one  which  might  be  of  interest 
to  a federal  funding  agency.  As  these  formal  training  needs 
are  organized  and  refined,  we  suggest  that  you  assign  a 
senior  member  of  your  staff  to  investigate  funding  oppor- 
tunities . 

We  commend  the  current  remedial  training  efforts  related 
to  reading  and  arithmetic.  Such  programs  are  very  important 
to  career  mobility.  We  recommend  that  remedial  training 
be  continued,  and  expanded  as  necessary. 
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G. 


SALARY  GRADE  RECOMMENDATION 


Although  a consideration  of  salary  grades  was  not  within 
the  scope  of  this  study,  we  have  commented  on  one  aspect  of 
salary  grades  which  is  closely  related  to  providing  meaningful 
promotive  opportunities. 

We  noted  in  the  Findings  section  several  instances  where 
a promotive  job  classification  falls  into  the  same  or  lower 
salary  grade  than  the  job  it  is  promotive  from.  We  presented 
a number  of  these  inconsistencies  on  page  47. 

This  condition  provides  very  limited  incentive  to  the 
individual  in  the  lower  class,  since  the  higher  class 
certainly  cannot  be  considered  promotive  in  terms  of  additional 
salary.  We  strongly  recommend  that  these  inconsistencies 
be  eliminated  through  the  application  of  job  evaluation  and 
salary  grade  fitting  procedures.  Where  the  promotive  job 
is  in  the  same  or  lower  salary  grade  than  the  job  it  is  pro- 
motive from,  the  promotive  job  is  either: 

Not  truly  more  complex  or  responsible  than  the 
job  it  is  promotive  from,  or 

If  it  really  is  more  complex  and  responsible  than 
the  job  it  is  promotive  from,  it  is  in  too  low  a 
salary  grade,  or  the  job  it  is  promotive  from  is 
in  too  high  a salary  grade. 

The  list  of  jobs  with  salary  grade  inconsistencies  on 
page  47  is  not  intended  to  be  exhaustive,  since  we  have  not 
done  an  intensive  analysis  of  the  salary  structure.  We 
suggest  that  the  overall  salary  structure  be  investigated  to 
identify  any  other  inconsistencies. 
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H.  IMPLEMENTATION  RECOMMENDATIONS 


The  recommendations  we  have  made  for  increasing  pro- 
motive and  lateral  mobility  will  require  several  specific 
actions  to  be  taken  by  both  Civil  Service  and  the  Personnel 
Department  within  the  Department  of  Public  Health.  In  this 
section,  we  describe  the  major  activities  to  be  completed 
in  preparing  for  implementation.  We  also  describe  the 
on-going  activities  necessary  to  ensure  the  operating  success 
of  the  recommendations.  We  strongly  believe  that  all  of  the 
implementation  activities  are  necessary  to  ensure  successful 
results . 

Implementation  - Preparation  Activities 

Develop  detailed  job  specifications  for  the 
newly  created/consolidated  job  classifications. 

Apply  job  evaluation  procedures  to  determine 
the  complexity/responsibility  relationships 
among  job  classifications,  and  to  fit  the  new 
classifications  into  appropriate  salary 
grades . 

Develop  and  execute  a program  for  communica- 
ting the  changes  to  all  employees  who  will  be 
affected.  This  program  should  provide  complete 
information  in  a form  which  is  understandable 
to  all  relevant  levels  of  personnel. 
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Implementation  - Operating  Activities 


The  activities  described  below  must  be  carried 
out  on  an  on-going  basis  to  ensure  the  operating 
success  of  the  expanded  mobility  lines. 

Provide  continuous  training  as  recommended 
in  other  sections  of  this  report. 

Ensure  that  the  job  evaluation  and  classi- 
fication process  is  kept  current  with 
changing  work  needs  so  the  formal  job 
specifications  accurately  state  job  duties 
and  responsibilities. 

Ensure  that  the  qualifications  (experience, 
knowledge,  skills)  required  for  promotive 
or  lateral  movement  are  realistically  defined 
for  all  job  classifications  involved. 

Ensure  that  examination  content  is  relevant 
and  valid  for  all  job  classifications,  and 
that  examination  procedures  are  constructed 
and  controlled  so  that  fair  and  accurate 
conclusions  will  result. 

Provide  timely  examinations  so  that  eligible 
lists  are  available  on  a current  basis. 

Provide  appropriate  direct  supervision: 

Ensure  that  the  employee's  specific 
duties  and  responsibilities  are 
clearly  defined  and  understood. 

Ensure  that  the  employee's  lateral 
and  promotive  opportunities  are 
clearly  understood. 
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Assist  the  employee  in  defining 
his  career  path  preferences. 

Recognize  and  nurture  the  employee’s 
interests  and  capabilities. 

Plan  and  schedule  the  employee's 
work  assignments  to  systematically 
develop  him  along  the  lines  of  his 
chosen  career  path. 

Maintain  personal  contact  sufficient 
to  periodically  evaluate  the  employee’s 
performance  in  his  job,  and  to  assess 
and  guide  his  development  toward  his 
career  objectives. 
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APPENDICES 


APPENDIX  A 


APPENDIX  B 
Page  One 


INSTITUTIONS  AND  DEPARTMENTS  SURVEYED 


A . Hospital  Services 


1 . San  Francisco  General  Hospital 

Nursing  Services  (Mission  Emergency,  Surgery, 
Patient  Wards) 

Central  Supply 
Messenger  Service 
In-Service  Training  Programs 
Radiology 

Medical  Record  Services 
Medical  Social  Services 
Out-Patient  Services 
Housekeeping 
Laundry 

Kitchen  and  Dietary 
Institutional  Police 


2 . Laguna  Honda  Hospital 


Nursing  Services 
Central  Supply 
Radiology 

Occupational  Therapy 

Physical  Therapy 

Dental 

Pharmacy 

Housekeeping 

Laundry 


<: 
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Kitchen  and  Dietary 
Medical  Social  Services 

3 . Hassler  Hospital 

Nursing  Services 
Central  Supply 
Occupational  Therapy 
Physical  Therapy 
Kitchen  and  Dietary 
Medical  Social  Services 
Housekeeping 
Payroll  and  Personnel 
Accounting 

Purchasing  and  Storekeeping 
Institutional  Police 
Radiology 

4.  Emergency  Medical  Services 
B.  Community  Medical  Services 


1 . 

District 

Health 

Center 

# 1 

2. 

District 

Health 

Center 

#2 

3. 

District 

Health 

Center 

#3 

4. 

District 

Health 

Center 

#4 

5. 

Dis  trict 

Health 

Center 

#5 

C.  Community  Mental  Health  Services 


1.  Mission  Mental  Health 

2.  Northeast  Mental  Health 

Central  Administration  and  Three-Quarter-Way  House 
Outreach  Unit  - Chinatown 
Day  Center  - Chinatown 
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Hospitality  House 
Drug  Treatment  Program 
Training  Section 

Sunset  Mental  Health 

Langley  Porter  Institute 

24th  Avenue  Outpatient,  Information 

Coordinator’s  Office 

Bureau  of  Alcoholism 

Acute  Detoxification  Unit 

Alcohol  Evaluation  and  Treatment  Unit 

Division  of  Special  Programs 

Center  for  Special  Problems 
Methadone  Maintenance  Program 
. Training  Section 
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JOB  CLASSIFICATIONS  ANALYZED 


A.  Clerical,  Typing,  and  Stenographic  Group  (Code  1400) 


1403  Junior  Clerk 

1404  Clerk 

1406  Senior  Clerk 

1408  Principal  Clerk 

1410  Chief  Clerk 

1424  Clerk  Typist 

1426  Senior  Clerk  Typist 

1440  Medical  Transcriber  Typist 

1464  Medical  Clerk  Stenographer 


B.  Mental  and  Dental  Group  (Code  2200) 


2202  Dental  Aide 
2204  Dental  Hygienist 

C . Nursing  Group  (Code  2300) 


. 2301  Orderly  Trainee 

2302  Orderly 

2304  Psychiatric  Orderly 

2306  Senior  Psychiatric  Orderly 

2308  Surgical  Aide 

2310  Operating  Room  Technician 

2312  Licensed  Vocational  Nurse 

2310  Registered  Nurse 

2340  Operating  Room  Nurse 
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D . Laboratory  Group  (Code  2400) 


2406  Pharmacy  Helper 
. 2424  X-Ray  Laboratory  Aide 

2426  X-Ray  Technician 
2428  Senior  X-Ray  Technician 
. 2432  Electrocardiograph  Technician 


E • Therapy  and  Auxiliary  Group  (Code  2500) 


2502  Sterilizer  Operator 

2506  Central  Supply  Room  Aide 

2526  Ambulance  Driver 

2528  Medical  Steward 

2530  Senior  Medical  Steward 

2548  Occupational  Therapist 

2554  Physical  Therapy  Aide 

2556  Physical  Therapist 

2566  Rehabilitation  Counselor 

2590  Rehabilitation  Program  Worker  I 

2592  Rehabilitation  Program  Worker  II 

2594  Rehabilitation  Program  Worker  III 


F . Dietary  and  Food  Group  (Code  2600) 

2602  Kitchen  Helper 
2608  Vegetable  Man 
2612  Cafeteria  Helper 
2622  Special  Diet  Aide 
2624  Dietician 
2650  Cook’s  Assistant 
2652  Baker 
2654  Cook 
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G.  Housekeeping  and  Laundry  Group  (Code  2700) 


2736  Porter 

2738  Porter  Sub-Foreman 

2740  Porter  Foreman 

2744  Interior  Window  Cleaner 

2750  Laundry  Utility  Worker 

2752  Senior  Laundry  Utility  Worker 

2754  Laundry  Machine  Operator 

2756  Washer 

2758  Senior  Washer 

2762  Presser  Operator 

2764  Senior  Presser  Operator 

2768  Laundress 

2772  Seamstress 

2778  Laundry  Marker  and  Distributor 


H.  Public  Health  Group  (Code  2800) 


2801  Community  Health  Aide 
2830  Public  Health  Nurse 


I • Social  Services  Group  (Code  2900) 

2903  Eligibility  Worker 
. 2905  Senior  Eligibility  Worker 

2910  Social  Worker 
2914  Senior  Social  Worker 
2920  Medical  Social  Worker 
2930  Psychiatric  Social  Worker 
2934  Senior  Psychiatric  Social  Worker 
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Protecti on  and  Apprehension  Group  (Code  8200) 
8204  Institution  Security  Officer 

Code  9900 

9961  Community  Health  Worker  I 

9962  Community  Health  Worker  II 


EXISTING  PROMOTION  PATHS 
ENTRY  JOBS 


SS8 
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H.S.  + 6 yrs . 
H.S.  +4  yrs. 


28  1410  Chief  Clerk  H.S.  + 8 yrs . exp. -4  yrs.  sup. 

23.5  1924  Mail's  & Supplies  H.S.  + 6 yrs,  exp.  -lyr.  supv. 


S:S 


H.S.  + 8 yrs.  exp.  -3  yrs.  supv.  29,5 


H.S.  +6  yrs. exp.  - 1 yr.  supv. 


H.S.  +6  yrs.  exp.  or  equiv. 
H.S.  +6  yrs.  exp.  or  equiv. 


1408  Principal  Clerk  H.S.  +6 yrs.  exp.  or equiv. 
1408  Principal  Clerk  H.S.  +6 yrs.  exp. or equiv. 
1408  Principal  Clerk  H.S.  +6 yrs.  exp. or equiv. 


1410  Chief  Clerk  H.S.  +8 yrs.  exp.  - 4 yrs . supv. 

1410  Chief  Clerk  H.S.  +8 yrs.  exp.  - 4 yrs . supv. 


H.S.  +6  yrs.  exp.  or  equiv. 


1410  Chief  Clerk 


31.5 

31.5 

31.5 


H.S.  + 6 yrs.  exp.  or  equiv. 
H.S.  + 6 yrs.  exp.  or  equiv. 


28  1410  Chief  Clerk 

28  1410  Chief  Clerk 


H.S.  +6  yrs.  e 
H.S.  +6  yrs.  e 


1410  Chief  Clerk 
1410  Chief  Clerk 


H.S. 

H.S. 


EXISTING  PROMOTION  PATHS 
ENTRY  JOBS 


From  Entry  Job 

Entrance  Exam  2302  Orderly 
Orderly  Trainee 


Education  and 
Experience  Required 

H.S.  + 1 yr.  exp.  or  equiv. 


Education  and 

Promotive  Job  Experience  Required 


2312  Licensed  Voc.  Nurse  LVN  License 


2554  Physical  Therapy  Aide 
2304  Phychiatric  Orderly 

2514  Orthopedic  Tech. 

2308  Surgical  Aide 

2506  Central  Supply 
Room  Aide 
1428  Ward  Clerk 

1930  Supply  Room  Att. 


H.S.  + 2 yrs.  exp.  or  equiv. 

H.S.  + license  + 1 yr.  exp. 
or  equiv. 

H.S.  + 1 yr.  exp.  or  equiv. 

H.S.  +1  yr.  bedside  exp. 
or  equiv. 

H.S.  +1  yr.  exp.  or  equiv. 

H.S.  +2  yrs.  exp.  & typing 
or  equiv. 

8th  grade  + 2 yrs.  in  next 
lower  rank 


Pay  Grades 
Entry  Promotive 

Job  Job 

21.5  23.5 

21.5  21.5 

21.5  24.5 

21.5  23.5 

21.5  23.5 

21.5  21.5 


Paths  to 

2304  Psych  Orderly 
2368  Surgical  Aide 
2556  Phys.  Therapist 
2306  Sr.  Psych. 
Orderly 

2515  Ortho  Tech  II 
None 


21.5  21,5  None 

21.5  23  1932  Asst  Storekeeper 


Entrance  Exam 

Entrance  Exam 
Porter 

Entrance  Exam 

Entrance  Exam 
Orderly 


2310  Opr.  Room  Tech  H.S.  + LVN  + 4 mos . exp.  or 
surg.  tech,  school  4 

2406  Pharmacy  Helper  H.S.  4-  1 yr.  exp.  or  equiv. 


2424  X-Ray  Lab  Aide  H.S.  4-  3 mos.  training 
or  equiv.  exp. 


2408  Sr.  Pharmacy  Helper  H.S.  4-2  yrs.  exp. 
None 


25 

equiv.  23 

21.5 


2514  Orthopedic  Tech.  H.S.  4-1  yr.  exp.  or  equiv.  2515  Ortho- Tech  II 


H.S.  4-  2 yrs.  exp.  or  equiv.  23.5 


Entrance  Exam  2590  Rehab  Worker  I 


or  equiv.  4-  understand  2592  Rehab  Worker  II 
drug  & alcohol  prob. 


H.S.  4-  1 yr.  exp.  or  equiv.  20.5 


Entrance  Exam  2592  Rehab  Worker  II  H.S.  4-  1 yr.  exp.  or  equiv.  2594  Rehab  Worker  1 1 1 

Rehab  Worker  I 


Entrance  Exam  2594  Rehab  Worker  III  H.S.  4-  2 yrs.  exp.  or  equiv. 

Rehab  Worker  II  „ 

Entrance  Exam  2526  Ambulance  Driver  H.S. , First  Aid  Courses  4- 1 yr . 2528  Medical  pteward 

exp.  or  equiv. 


H.S.  4-  2 yrs.  exp.  or  equiv.  24 


28 


H.S.  4- 5 yrs.  military  medical  28.5 
or  grad,  from  nurse 
school  4 2 yrs.  exp. 


25  None 

24.5  None 

24  2594  Rehab  Worker  HI 

28  None 

None 

28.5  2530  Sr. Medical 

Steward 

Inst.  Admit  tg.  Of  1. 


Entrance  Exam 


2602  Kitchen  Helper  8th  Grade  4 1 yr.  exp.  or 


2608  Vegetable  Man 
2612  Cafeterisi  Helper 


8th  Grade  + 1 yr.  exp.  or  equiv.  19.5 
8th  Grade  4- lyr.  exp.  or  equiv.  19.5 


2622  Special  Diet  Aide 
1930  Supply  R°om  Att. 
2650  Cooks  Assist. 


H.S.  4-  1 yr.  exp.  or  equiv.  19.5 
8th  Grade  + 1 yr.  exp  or  equiv.  19.5 
8th  Grade  + 2 yrs.  exp.  or  equiv.  19.5 


Entrance  Exam 
Kitchen  Helper 

Entrance  Exam 


2612  Cafeteria  Helper  8th  Grade  4- 1 yr . exp.  or  equiv.  2622  Special  Diet  Aide 

2702  Janitress  8th  Grade  4- 1 yr.  exp.  or  equiv.  2706  Housekeeper 

2704  School  Custodian 
Female 


H.S.  + 1 yr.  exp.  or  equiv.  19.5 


8th  Grade  4-  1 yr.  exp.  or  equiv.  22 
H.S.  4-  1 yr.  exp.  or  equiv. 

8th  Grade  4- 1 yr.  exp.  or  equiv. 


20  2650  Cooks  Assist. 

19.5  2622  Special  Diet 

Aide 

20.5  None 

23  1932  Asst  Storekeeper 

22.5  2654  Cook 

20.5  None 


19  None 

22  None 

2706  Housekeeper 
2710  Housemother 


APPENDIX  D_ 


Page  2 


Education  and 
Experience  Required 

H.S.  + 1 yr.  exp.  or  equiv. 
LVN  Experience 
Phys  Therapy  School  Grad. 
H.S.  +2  yrs.  exp.  or  equiv. 


Pay  Grade 

24.5 

23.5 
29 

25.5 


Paths  to 


Education  and 

Experience  Required  Pay  Grade 


2306  Sr.  Psych  Orderly  H.S.  + 2 yrs.  exp.  or  equiv.  26.5 

2558  Sr . Phys  Therapist  Phys  Therapy  School  + 2 yrs  . exp.  30 . 5 


H.S. 


2 yrs.  exp. 


Education  and 

Experience  Required  Pay  Grade 


H.S. 


4 yrs . exp . 


24.5  1934  Storekeeper 


H.S.  +2  yrs.  exp. 


27,5 


H.S.  +2  yrs.  exp.  or  equiv.  28 


H.S.  +2  yrs.  exp.  or  equiv.  + 
Red  Cross  Cert. 

H.S.  +3  yrs.  exp.  or  equiv. 

8th  Grade  + 2 yrs.  exp.  or  equiv. 


29.5 

26.5 


22.5 


2130  Emergency  Hosp.  H.S. 

Serv.  Asst.  Supt. 

2130  Emerg. Hosp. Serv.  H.S. 
Asst.  Supt 

2654  Cook  H.S. 


+ 2 yrs. training  + 5 
yrs.  exp. 

+ 2 yrs.  training  + 5 
yrs.  exp. 

+ 2 yrs.  exp.  or  equiv. 


33.5 

33.5 

25.5  2656  Chef 


H.S. 


yrs.  exp. 


H.S.  + 4 yrs.  exp. 

H.S.  +2  yrs.  exp.  or  equiv. 


24.5  1934  Storekeeper 

25.5  2656  Chef 


H.S.  +2  yrs.  exp.  27.5 

H.S.  + 4 yrs.  exp.  or  equiv.  30 


8th  Grade  + 1 yr.  exp.  or  equiv. 
H.S.  + 1 yr.  exp.  or  equiv. 


19 

22 


None 


L. 


■ 


. 


! min  Hu ii i M 


8th  Grade  + 
8 th  Grade  + 


xp.  or  equiv. 


8th  Grade  + 1 yr.  exp.  i 
eth  Grade  + 1 yr.  exp.  < 


24  2784  Porter  Gen. Foreman 

21  2740  Porter  Foreman 

24.5  1934  Storekeeper 

21  2756  Washer 

21.5  2758  Sr.  Washer 


8th  Grade  + 6yrs.  exp.  t 
8th  Grade  + 4 yrs.  exp. 


H.S.  +2  yrs.  exp. 

8th  Grade  + 1 yr.  exp.  or  equiv. 

8th  Grade  + 3 yrs.  exp.  or  equiv. 


25.5  2785  Asst. Gen. Serv. Mgr.  H.S.  t 6 yrs.  o«|). 

24  2784  Porter  Gen.  Foreman  8th  Grade  + 6 yrs,  exp.  t 

27  5 

21.5  2758  Sr.  Washer 


25 


2782  Laundry  Supt. 


8th  Grado  + 3 yrs.  e 
8 th  Grade  + 5 yrs,  e 


2786  Gon.  Sorv,  Mgr, 
2785  Asst . Gen . Sorv. Mgr . 


2782  Lnundry  Supt. 

2785  Asst .Gen . Serv. Mgr . 


| H.S 


h 5 yrs.  exp. 
f 2 yrs.  exp. 
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EXISTING  PROMOTION  PATHS 
ENTRY  JOBS 


Entry  Job 


Education  and 

Experience  Required  Promotive  Job 


Education  and 
Experience  Required 


Entry  Promotlvo 
Job  Job 


Entrance  Exam  1464  Medical  Clerk/Steno 


shorthand  and  typing 
or  course  in  medical 
stenography 


1450  Principal 

Clerk/Steno 


H.S.  + shortand  and  typing 
+ 6 yrs.  exp  or  equiv. 


1452  Stono/SoiTetary 


26.5 


